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EXECUTIVE SUMMARY

PREFACE

The model presented in this book is based on the 4%-
year management training orogram that was developed
and implemented at Far West Laboratory for Educational
Research and Development. All of the interns in the
program advanced significantly as measured by increased
salaries, increased responsibility for budgets and
staff, obtaining of management level titles, and
increasing their professional visibility in their
field. Seventy percent of them became executive
directors of projects, and another twenty achieved

the potential for holding executive positions but had
not due to the major reductions in funds for educa-
tional research and development. They have, however,
obtained management level positions in the private
sector.

The purpose of this book 1s to enable educational
institutions and private industry to develop their

own internship programs for developing their potential
leaders from within. The following is a summary of
what is presented in this book.

HOLISTIC LEARNING FOR EXECUTIVES

An integration of the American ang Japanese way
provides for an executive training model which

involves personnel from all levels of the institution. :£<f
Management staff are part of a coordinating council 4‘4‘\
which sets policy and oversees implementation; ,f \T;:h
accomplished administrators within the institution W~
work as mentors with interns to advise and assist \\\
their planning individual programs. In addition,
seminars, coursework and supervised on-the-job
training are provided; and interns learn Irom each
other through peer teamwork.

DO YOU NEED AN INTERNSHIP PROGRAM? &

Critical questions to determine whether or not to
develop an executive training »rogram in your institu-
tion are posed and discussed, e.g., would a training
program:

bring additional money?

fill expected vacancies?

facilitate developing new leadership material?
enhance the image of the institution?
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Each of these are discussed with examples and guide-
lines for answering the questions yourselves.

KNOWING THE POWER STRUCTURE

An executive training program can be effective only if
those in power within an institution are in support of
the program. Means by which to identify and involve
members from the top administration in the development
of the program are provided.

Involvement of management as merbers of the governing
council for the program and as mentors to interns are
two ways which are discussed.

THE COORDINATING COUNCIL

The development of a governing body, i.e., a coordi-
nating council, is essential for the success of the
program. The composition of the council is detailed
and criteria for selection of council members are
provided. )

Bxamples of the guidelines for the function of the
council are outlined together with examples of the
council meeting agendas. These illustrate the role
this body plays in making policy and selection of
interns.

SELECTION OF A PROGRAM COORDINATOR

Selection »f a project coordinator who is arn effective
administrator, creative, able to work with personnel
at all levels, and able to orchestrate the activities
of interns, mentors, and able to secure local training
resources is essential to the program. The coordina-
tor's role is discussed in all aspects.

THE MENTOR

The mentor is nc: only a model but a guide to an
intern. The role of this person within the prcaram
is detailed as is the criteria for the selection of
those within your institution who best exemplify
executive capability.

In addition to being able to model, the mentor must
have the ability to work in a team effort with a
director, other mentors and interns.

ii
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SELECTION OF INTERNS

The program is only as good as the potential executives

who are selected.

The procedure that was effective in the selection of
educational research and development executives is
provided. This includes a memorandum that was used
to advertise the positions, the questions to which
the applicants responded., and means by which their
work histories and statements were interpreted. The
indicators of executive potential can be found in an
individual's work history and the clarity with which

he/she state their professional goals and aspirations.

HOW AN INTERN PLANS

Interns formulate quarterly plans with the help of
their mentors. These include short-range cbkjectives
which must lead to achieving a long-range goal of
being competent at the executive level.

They must show competence in fcur major areas:
project management, grantsmanship, technical writing,
and an area of professicnal expertise.

Examples of the teamwork between intern and mentor in

planning quarterly objectives are provided.

INTERN MEETINGS

Learning from pPeers is an essential aspect of this
model. Monthly me 2tings are held to provide infor-
mation to serve as occasions for training through
workshops and seminars, and as a means for interns
to learn from each others efforts.

An outgrowth of these meetings are friendships and
professional relationships between interns which
serve to help each of them to use peer support and
counseling.

Examples of how twn interns used their peer relation-

ship to increase the‘r learning are provided.

MAKING THINGS GO TOGETHER

Case studies are presented to show how two interns
used funds, coursework, peer relations, guidance by

mentors, and on-the-job training to advance themselves.

iii Y,
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Two such studies are provided in this section.

KEEPING IT GOING

The coordinator of the project has the task of
orchestrating the work of the cooxdinating council,
interns and mentors, and of creating relevant
training resources within the institution. An
essential requirement for comirdinating such a
complex project is clear comrunication between

all the parties invclved. Tle use of meetings,
reports, individual conferences, and regular
telephone contacts are descrived.

ACCREDITATION FOP. THE PROGRAM

Obtaining accreditation from a local university
increases the credihility of a program and facili~
tates the upward advancement of potential exXecutives.

Obtaini.g accreditation requires matching the intern
training with the coursework that leads to an MBA,
or an administrative credential. Suggestions for
accomplishing this are stated.

iv
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HOLISTIC LEARNING FOR EXECUTIVES

A THUTEGRATION OF THE AMERICIZN AND JAPANESE WAY

S
AcTord.na Lo oo ol proverp:
"1 hear and I forget,
I see and I rememc=X,
i 2o and I understand.”

The most effective learning is by doing, but 1in
order te know what w- are doing, we must Jget
explanations, readinzs, lectures, discussions
from and with others. By holistic, we mean
that an effective learning program includes
information, interchanges with others, support
from the persoral environment, and applicaricn
to real situations.

The Japanese have been especially effective in
deaveloping their leadership from within their

own corporations. Studies of the Japanese st stem
for promoting their administrators shows thac
leadership of companies genuinely believe that if
an individual's capabilities are unfulfilled, then
“there is a Great loss to himselif and to society. "
On a practical ievel, Japanese companies believe
that the growth of the Japanese economy has Leen
made pc.;sible by the development and training of
its work force. With these two thoughts in the
forefront, the development of the Japanese
employees is nourished by the combined effort ot
management, organizational structure, and a
supportive work environment.

Fompanies implement policies which:

. . X . :
o provide training 1in & systematic way at all
levels;

o managers assist employ s in their growth both
on a one-to-one basis and in their participation

in group training;
¢ education and training is offzred at all levels;

- both employees and managers view themselves as
part of a family and mutually-responsible for
the growth of the organization.

By contrast, the American philosophy is survival of
the fittest. Aspiring managers must prove themselves

O
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o the Japanese training
rom which we may learn:

1. The emphasis is on long-range goals, that
is, managers are judged by their apility
to produce over a long-term, thus giving
them a chance -o de- :lop their skills
adecuately and to p-oduce over the long

Lterm.
2. Training and education are provided as part
F

of the responsibility for having a healthy

employment environment and not as first aid
rreatmernt or special privilege to those few
selected by management.

3. The planning of both the short, middle and
long-range goals is thorough. detailed,
comprehensive. By that 1s meant that all
people who will be involved in the learning
contribute to the decision and the planning
for the parts they will play in helping each
other.

4. The plan for accomplishing ob’ :ctives is
systematically followed th.ough. All the
people involved are clear about the goals,
and what they expect of each of them in
order to accomplish them. They check them-
selves with periodic evaluation.

5. A person who is hired is viewed as a total
person who can develop with the help of the
organization and his or her own efforts.
individuals are not sesn as cogs in a wheel
able to perform only one or two jobs. The
development plan includes rotational place-
ment and exposure to positions to which an
employee may develop him or herself.

The American system has demonstrated its effectiveness
with irs survival of the fittest philosophy, at least
on the surface. Underneath there is in existence
supportive and nourishing systems within any organiza-
tion. The point is that they tend to ke covert, highly

exclusive, self-protecting, and, therefore, inefficient,

* Saint, Avice, Ed.D. Continuous Learning Within
Japanese Organizations. San Francisco, CA 94103:
Far West Laboratory, 1982
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and make themselves visible to those who can promote
them. Those who éo not produce remain in lower level
jobs or those who fail to produce at the management
leve] soon leave the organization.

In the American way, training is seen as a remedy to
poor performance or as a somewhat random approach to
boosting some of the employees to produce more.

This approach is somewhat akin to giving high potency
vitamins in the hope that the health of the individual
will improve. Management training is provided by

some corporations but almost all of the responsibility
is left up to the individual. If a potential manager
is sent on a three-month intensive training program,
he is expected tm return either to show greater
production or more promise for being an asset to the
company. This approach is in contrast to the Japanese
view which makes the entire system responsible for the
improvement of each individual. A person who is sent
for intensive training might go with an entire group
and will then return and share the learning with other
management personnel. Then together they continue to
apply what they have learned to continue their growth

within their system.

The American way is not entirely Darwinian in its
approach. There is the "old boy" network which covert-
ly serves to promote those who both seem to fit best
at the power-wielding level and who show potential

for being management material. This "old boy" network
doesprovide some murturing but not in any systematic
way. The system primarily serves to facilitate the
promotion of an individual and then to protect that”
person from being fired ard by providing information
and tricks of the trade which will make it easier for
that person to survive and progress in the system.

This stili does not approximate the Japanese approach
which is one of providing a supportive and nourishing
environment of people with positive attitudes towards

- learning. o TR
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A combination of the Japanese arproach and tne

American approach is not only possible but can be

doubly effective by virtue of taking the best from
bth.

The internship program developed by Far West Labora-
tory under the Women and Minorities Leadership Pro-
gram, has done just that. This is a model that can
be adopted by any corporation or school system to
develop those employees with the potential for
leadership and management.

This medel is based on the five aspects which are
similar to those used by the Japanese.

1. Management can be systematic in developing
their leaders by being on the board which
develops policy, irplementation and over-
sees the program for leadership interns.
This enables those already in the admini-
stratiion to give of their experience and
expertise and to learn from each other for
the benefit of the interns in the process.

2. Cooprration between management interns and
managers is developed through a mentor and
advisor and consultant system. Those with
expertise enough to serve in these three
roles are identified both from within the
institution or company and from the outside.
They identify and celect those who serve in
these nurturing roles, thereby ensuring that
they are part of the management system and
the supportive environment.

3. Both mentor and intern are responsible for
devising short and long-range goals and
specifying what they expect from each other
in the course of the inte.:'s development.
These expectations and objectives are also
made known to the coordinating board. This
enables all who are involved to know how
they are promotirg development.

4. The deveinpment of a management intern is
Hased on providing for many aspects of the
individual's professional development.

The intern not only leamms specific manage-
ment strategies but develops in personal

areas, such as, self-confidence in dealing
with individuals, knowing a variety of ijobs,
i.e., accounting, planning a budg=t, decision-
making at board meetings, sales representa-
tion, or managing a word processing department.

4 ll‘



5. 'l'ng individual is primarily responsitle Zor
nis or her learning, but he/she can count
on the cooperation and suppert as well as
constructive criticism of the others wn~
are involved in prcmoting new managemer.t
personnel.

WHAT THE PROGRAM FROVIDES

The program provides:

1. opportunities and resources for learning new
skills and knowledge; and

10

opportunities to gain recognition from other
professionals both within their institution,
regionally and nationally.

This combination of learning and recognition results
in interns attaining more responsible career positions.
The strategy is to provide the opportunities and
skills and the visibility in their fields.

N - .
To accomplish this, the Women and Minorities Program " L. N
puts at the interns disposal the use of a mentor ; Ef%}jy?
selected from the ranks of professionals directing ‘_,;/57 > %
programs or in leadership positions, consultants to \\\ /,// . \7>*
assist them with a variety of special areas of research o Y T
and education, tuition for university coursework, a / ~
resource library on the subject of management and (P '
leadership in education, tuition to attend professional ¢ ‘/
seminars and conferences, and most important of all, K\ y
guidance for creating opportunitite for them to learn —

while doing a job. Each intern is given an allowance
of $2,000 to subsidize their individual program.

They handle this very much as a research project
director handles the money granted by a funding source
in Washington, D.C. They propose what they will use
the funds for in their effort to develop new skills.

NHO THE INTERNS ARE

The women and minorities who have participated in this
program have been professionals already in the field
»f education. They were selected for their potential
leadership and were employed at FWL or in outside
agencies such as in local school districts, i.e.,
Dakland and San Francisco, Califmrnia. These women
and men held such positions as school psychologist;
field trainer who traveled to different school dis-
tricts to provide workshops, consultations to

ERIC
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2dministratiorn, and direct work with teachers; sta:l
member of a proposal writing training team; and
staf® member in a school district evaluation depart-
ment who was responsible for administering tests,
collecting data and developing reports for the board.

These interns demonstrated theixr pntential for
leaderhip at the time of application by submitting

a resume which gave evidence of their initiating new
ideas or programs or efforts beyond the regular job
requirements as evidenced in their work history.
Their cover letter was an essay Stating why they
wanted leadership training and what they thought
they cculd contrioute to the leadership program from
their cwn experience and foresight. Their applica-
tions were assecssed by a committee for indications
that these individuals were self-directed enough to
use the resources that the program provided to
advance themselves professionally. An intensive
interview provided evidence of the individual's
ability to think spontaneously and to show how clear
they were about their knowledge and strength and
what they wanted from the program.

The interns were almost all women, 85% of the total,
ranging in age from 30 to 38. Al)l but one were
educated at the master's degree level or had equiva-
lent experience in the field.

WHAT AND HOW INTERNS ACHIEVE

Interns aspire to direct their own research projects
in education. To do this, they add to their leader-
ship and management skills through on-the-job train-
ing. They concentrate on four major areas of
knowledge:

1. development of professional expertise,
i.e., knowledge of a specific subject,
issus or skill area, credibility in the
field and support of other prof~==ionals
in the field;

2. project management, i.e., plan
supervision, communications anc ‘ing,

and budgeting;

3. technical writing, i.e.. conceptualiv._.ng
and writing quality documents such as
proposals, reports, Or journal articles
for a variety of intended audiences; and
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+. grantsmanship, i.¢., Xnowledge of funding
sources, procedires for obtaining funds,
and strategies for establishing and using
a network in a particular fi-=1ld.

Lt the beginning o : i

examines his work history and assesses his/her
strengths and weaknesses in the four areas. This

is done with the assistance of an advisory who is
already a project director or leader in the field

of education. From this assessment each intern
formulates his or her own sequencs of learning through
coursework, consultation, professioral seminars, and

on-the-job training.

£ v e P +} 3 Y y
£ an internship the individual

It is up to the intern to use the resources that are
provided, i.e., the advisor's knowledge and skill,
the short-term consultants for consulting in special
areas, and opportunities that are available or can be
created for on-the-job training. The intern's effort
at initiating for him or herself is part of the
leaaership dzvelopment.

HOW AN INTERN PROCEEDS IN AN INDIVIDUALIZED LEARNING
PROGRAM

The principal support for interns' planning and
learning efforts ure their mentors. With their
mentors they examine their professional weaknessec
and strengths, plan their learning courses on a
quarterly basis and review their accomplishments at
the end of these periods. They are free to meet as
often as they wish tco discuss their professional
needs with their mentors, but no less than conce a
month.

In their quarterly planning they not only state
clearly what objectives they hope to achieve but how
and who they will use to achieve them. For example,
an intern wishing to learn about methods of program
evaluation stated the objective for a quarter was to
learn enough about program evaluation to be able to
provide training in the field. To accomplish this,
she arranged to meet with an expert in the field of
program evaluation from FWL, scheduled to attend a
professional workshop and conference with a nationally-
known evaluator on program evaluation, applied :the

new knowledge to evaluating the project within which
she workeé and developed a workshop for administrators
ir continuing education on the subject of methods of
formative evaluation.
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i a
enapled ner to learn ned swills, but also to serve
n=ed 0f the project which she was co-3ire n
n rhis way she both cerformed ner JOD and

new skills with the help of thiz progralk.

INTERNS LEARN FROM EACH OTHER

An intern council meeting is scheduled at least once
a month to give interns a chance to talk about what
they are learning and how they are learning. These
meetings are used as seminars, or opportunities to
invite other professionals to speak on a special
subject, but primarily, they provide opportunities
for them to form friendships or professional
relationships which they can use outside the group.

Those who are more assertive tend to seek each other
out for support and for getting information to
accomplish particular things. For example, a woman
who was seeking an administrative job arranged to
have lunch with two other interns, one who knew the
district politics quite well and another who knew
the field of special education for the handicapped.
She used these meetings to learn how to handle the
interview for the jot and to give herself confidence
tr.at her own knowledge was sufficient to gualify her
fcr the position. She in fact did get the job.
Interns not only get moral support and information
from each other, but also spur each other on to
learn by modeling for and competi~y with each other.

HOW THE PROGRAM IS COORDINATED

The Project Director is responsible for maintaining
communications with the funding source in washington,
D.C., calling and conducting meetings of the interns,
maintaining communication with each intern and nis
or her mentor, developing and maintaining a resource
library, circulating information regarding profes-~
sional coursework, seminars and workshops, providing
some training and substituting as an advisor to
complement what cach intern's principal mentor is

doing with them.

The Project Director is involved in all aspects of
the program. He or sie meets with both the mentor
and intern for quarterly planning meetinds, and
serves as a go-between between mentors and interns
when problems arise.

O
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In addition to these everyday Ifunctions the Lirector
1s also responsiple ror ceveiuplng <nd lmproving the
program, managing the budget, and documenting and

P

evaluating the progress of th

HOwWw THE FROGRAM GETS INSTITUTICNAL SUPPORT

A Council made up of professionals from influential
positions within an institution serve as policy-
makers and overseers of the program. They plan a kevy
role in recommending a ccurse of develgpyment, ideas
for deallnc with i1ssues, issuses of training, and as
rs -o> 1lrnterns.

Through the monthly meetings of this Cocordinating
Council, the progress of the interns is made known

ané the mempers themselves are in a position to advo-
cate by suggesting new resources within the institu-
tion for interns to use, or by creating or providing
coportunities for interns to learn from actual experi-
ence. The teamwork between the Coordinating Council
and the Project Director is essential for the intern-
ship program to be effective. Each needs the other.
The Project Director crchestrates the actual function-
ing of the program and has a direct relationship with
the interns and institutions outside of FWL and cthe
Coordinating Council has the authority and influence
within the institution to make the program credible

¢ 5 other administrators within the institution and

to give sounc advice to the Project Director regarding
ideas and metheds for improving the program.

THE FOUNDATION FOR THIS INTEFNSHIP FROGRAM

This Guide is based on a 4}-year management training
project designed to serve as a model for increasing
the participation of women and minorities ir educa-
tional research and development (R&D) at the top.

The project contributes to making American education
more responsive to the needs and concerns of women

and minorities and helping to ameliorate the underrep-
resentation of wome- and mirority professicnals in
educational R&D on L<th the regional ard national

levels.

The success of this program in educational resecarch
and development can serve as a model for other
educational institutions and private industrv in
that i+ has proven to be an effective executive
training program. School districts can promote
potential administrators, and the private sector
can enable thcse with leadership capability to
develon into executives.

9 Yo i
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DO YOU NEED AN INTERNSHIP PROGRAM ?

ZCESTICHS AND CONSIDEZRATIONS

Your institution will only invest mcney and professional
time for promoting administrators ~r leaders if there

is an actual need for them and/or _.n10se in power
positions are willing to accept new minds in the
leadership ranks. This section of the kook helps

you to ask yourself cuestions which will enable you

to answer the guestion, Do you need an internship
program?

The guestions focus on whether or not this type of a
leadership program:

Brings in additicnal money
Fills exvected vacancies without r- zxing the hoat
Makes obtaining new leaders easier
Enhances the image of your institution in
the public's eve

BRINGS IN ADDITIONAL MONEY

O

~he most powerful motivator for an institution is added
income. If monev is available from the governmernt or a
private funding source, this government would certainly
appeal to those at the head of administration, hcwever
only if such a project would not cause more problems
than it was worth.

Tor example, the developer of this model, FWL, initially
had +he attitude that this institution did not need a
vehicle for promoting wemen and minorities. They feit
that their record spoke for itself and thit it was
already satisfactory. However, they stood to gain
$100,000 per year to develop a model for advancing
women and minorities and, in addition, they stood
to look better in the eyes of the funding sources
by having such a program. Their refusing to
implement this program might adversely affect
their obtaining other funds offered by this source.
So, the motivation for developing this program
was money because those in power were
not welcoming new
leadership
outside their

own closed
system. —

ERIC
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-ur case, your concern may not be whether °r not

you w111 receive funding but what the cost efzzoTive-
ness of the program would b=. You would want to know
£ -ust of the program vVersus ne advantage of reduc-

ing zurnover and increasing the probability that your
new adm.nistrators will perform well by producing
your own leadersiip.

This program requires a part-time coordinator, paié
release time for interns, advisors, mentors; and
short-term consultants, and possibly some tuition

for special conferences ©r CoUL3eS. Specifics about
costs will be covered in a later section of this book.

FILLS EXPECTED VACANCIES IN POSITIONS OF LEADERSHIP
OR ADMINISTRATION

A common way by which leadership positions are filled
is through the "ole boy” ne’work. Those at the top
and in power will select others who will agree with
their manner of running tiiings and who will not com-—
pete with them. A program for promoting future
managers would not be welcomed unless those in power
felt assured that graduates of the program would
"fFit". This is not an unreasonable attitude given
that those in power who believe that they are doing
the best job in the best way and prefer more people
like themselves with whom to work.

To assess the need for this program, you need to count
the anticipated vacancies in leader;%ip or administra-
tion pcsitions and then consider the means by which
these kinds of vacancies have been filled in the past.
Unless an internship program enhances rathexr than
-hreatens the power structure, it will not work.

The experience at FWL was that the development of-
leaders did not threaten the administration and in
fact, made it easier for them to identify potential
project directors. Confidence in the program was
developed because key people from the power structure
were involved as consultants to interns, as board
members, and as active contributors to implementaticn
of the program.

MAKES THE JOB CF PROMOTING NEW LEADERS EASTER

An internship program can serve as the testing ground
for those who are chosen from the ranks to aspire to

positions of leadership. A good program will consist
of opportunities to show leadership capability and

11
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initiative. However, such a program could also cause
cropblems to the administration in that people whom
they .nay not want in leadership positions may prove
to be more capable than those who have been identi-
fied as friends of the power structure. Those in
authority would need to have an influential vole in
~he development and implemeatation of a leadership

p ‘ogram in order for them to have confidence in

those who complete the trAaining.

The common path for advancement to leadership is
through proof of competence and favorable relations
with those who do the promoting. The internship
program would need to be an extension of the
authority of those who are most influential within
the system.

ENHANCES THE IMAGE OF THE INSTITUTION

If having such a program is tavorable to the institu-
tion when viewed by the public or other ageucies, the
institution will want to develop it and to maintain
it. Such was partially the case with FWL. Having a
women and minorities leadership program not only was
required by the funding source but made the institu-
tion appear to be examplary in their affirmative
action efforts. FWL could not only point to their
record of advancement of women and minorities but
could add that they were formalizing and developing

a model for insuring the future promotion of these
individuals.

,«'/-
Your ccncernfhiqﬁz\be whether an internship program
would be Yiewed favorabl by the bcard of directors
of your institution and/o vtﬁé'ﬁdBI}c whom your
instituticon serves. For example, your beoard of
directors may be impressed by the fact that you
are grooming future managers from your ranks
and thereby insuring a method of rewarding--those
who are dedicated workers and that the high quality

of production or performance will be insured. /’
{
SUMMARY \

In short, if having an internship prograh will bri?q
in money, 9r nct cost your institution very much,

can be used to fill anticipated wvacancies, can serve
as a testing ground for future leaders, and will make
your institution look better in the eyes of the public
or others, then you have a good basis for starting

such a program.

12 2 ~
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Having read through this secticn, note that it is not
necessary that your institution meet all of these
requirements. Simply ask yourself whether any one

or more of thesé is sufficient to encourage your
institution to start such a program:

\

. Will it bring im additional money?

. Will it make the procedure of grooming new
managers easier?

. Will it fill the needed positions?

. Will having the program enhance the image of
your institution?
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KNOWING THE POWER STRUCTURE

INTRODUCTION

The success of this internship program depends on
its being supported by the major decision-makers

in the administration. This section provides a
m2ans by which to identify the major J=cision-
makers and describes how support of FWL administra-
tion was obtained and made effeciive in the
program.

IDENTIFYING THOSE IN POWER POSITIONS

In order for an internship

rogram to work, you must
have the backing of those
who are most influential in
your institution. Without
this policy and moral
support, graduates of your
intern program will not
really be eligible to ful-
fill leadership vacancies
or to receive real recom-
mendations for jobs in
other places.

An internship program
without the backing of
those who are in a posi-
tion to promote the program
ends up as a token gesture
or window dressing to satisfy the instxtution's
need to appear as 1f they are suppeorting a useful
pregram.

bower structures vary in theix nature, and in order
for you to know what kind of internship prougram
would work, you need to know who to include on the
policy-making body of the program.
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The following are questions to ask yourself to
jetermine where the sources of power are:

[

Who has regulative authority over the
expenditure of funds? Or, who holds the
purse-strings?

2. who has the power to appoint people in
top~level positions?

3. Who has direct influence to the board
of directcrs of the institution?

4. Whose opinion influences policy-making
the most?

5. Who can delegate authority and set
deadlines for others to meet?

6. Who writes the agendas for major meetings?

7. wWhose opinions and statements command the
most attention in administrative meetings?

8. who has the authority over other
administrators?

n simple rule of thumbt for determining the nature of
power is that if one person seems to fill all of

these roles, then you very clearly have an autocratic
structure. Ifyour answers to these questions identify
a2 number of people who work closely with each other,
_hen you have an "old boy" network. However, if your
answers to these questions identify a number of people
and these represent sub-groupings. then you have a
more centralized distribution of power which may or
may not be democratic, depending on the nature of the
sub-groups.

vou also need to consider those people wiio may not
have administrative authority, but who have power by
virtue of some other special status. For example,
recognized leaders of an employees' union, oi minority
groups, of women for affirmative action groups, OF

of advocates of parents in a district school system.
These groups can have power by virtue of being able

to negotiate directly with those cf designated
authority for the institution. If your institution
consists of groups such as these, you need to consider
what their relationship to those ir charge of the
institution is.

15
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RELATING THE POWER STRUCTURE TO THE PROGRAM

You will not necessarily have the support of all of
those in authority fcr an internship program. What
is important is that the balance cf power is in

support of the program. That is, that those who
oppose are in a weaker position than those who
support it. Ideally, you would have the support
of all of those who are in a position to advocate
for the program and to give it as much credibility
as i1s possible.

A description of how this was accomplished at FWwL
mav help vo give some reality to these abstractions.

FWL takes its directions from a Board of Directors
drawn from universities, research centers and from
the private and public sector from several western
states. This board makez final decisions on alloca-
tions of funds, policies pertaining to all aspects
of the operation of this research center. EHowever,
the issues that they deal with, that is, the agendas
that are set before them are generally formulated by
the top administrators at FWL.

Board members can also create their own agendas or
modify those that are proposed, but the fact is that
they do not know the day-to-day operation of the
center, nor are they knowledgeable enough about the
relationship of the center to its funding sources,
i.e., Departnent of Education and private foundations,
to propose agendas that deal with the most pertinent
issues. What this means is that the real control is
in the hands of the FWL administration.

FWL is a center which consists of over 30 relatively
indepezndent projects which obtain their funding
directly from Washington or private foundations.
Each Principal Investigator, Project Director, wields
his or her own authority in hiring, supervising,
policy-making, and implementing their project. The
power that the administration has over project
directors and other staff is that of supervision,
some regulatiun of funding, and support for obtaining
additional funding from funding sources, assignment
to committee projects, and the power to give merit
increases. This is a significant amount of control
although on the surface of it, the project directors
appear to be pretty independent within their own

projects.
16
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In some cases the control over the program budget i3
more direct, i.e., some projects are grouped and
funded as a packege, from NII, for example. In this
case the administration has the powar to determine
which programs will be cut to what percent and which
will be increased. Although this is presented to
the Board for final decisions, the real determina-
tion is made by those in power in the FWL
administration.

There is an administrative coordinating committee,
the Administration Council, which decides on fiscal
matters and policy which effects the operation of

the institution. This body counsists of senior
members, those who have been in FWL for more than
eight years and those who run major projects and are
handpicked by the Director and Deputy Director.
Although this group makes decisions as a unit, the
influence is primarily wielded by the Director and
the Deputy Director. What this amounts to is thac
major decisions affecting the directicn and operation
of FWL are :ade by primarily two people, the Director
and the Deputy Directcr.

Giving you this background was essential for you to
see how the restructuring of the Women and Minorities
f.eadership Program changed its being a token program
to becomaing an effective internship model.

The mctivation for starting the program was a
requirement by NIE that the Laboratory have some
visible program by which it promoted women and
minorities into leadership or administrative
positions. Money was offered to develop such a
program and the decision was made by the Director
and Asscciate Director to write a proposal to obtain
such funds. The following people were assigned as a
comnittee to conceptualize and develop the model:

1. The Director of Project STRIDE, a Black man
in charge of a million dollar project ir
desegregation;

2. A Program Associate in the STRIDE project,
a white woman who had been involved in
women's issues for a number of years;

3. Associate Director of Follow-Through, a
Black woman who assisted a white, male
director of a program tD Serve low-income
elementary school communities;

4. A Program Associate in the Follow-Through
Program, a Mexican marn;

17 3;



5. The Personnel Director, a Black woman whocse
major work is selecting and hiring clerical

staft;
. A Director of a small proiect, an Asian men;
7. A Program Associate in a project to develop

materizls for Headstart, a Black woman; and

8. The assistant to the administration in the
area of seeking funds and proposal writing,
a white man.

Note that the only person with any power was the

Director cf the STRIDE Project and this was made by
virtue of commanding a project funded for over a

million dcllars per year and supervising a staff of
over twenty people. The rest were a cross-section
of the minorities and women in positions of less
than even middle-managcment.

This group of people formed the first Coordinating
Council of the project. Although they were
designated to make policy and to oversee the
implementation of the program, the minimal
credibility that this group had with

the power structure also minimized the
credibilityv of the program itself t

the adminiscration.

The program was provided only a part-
time Project Director. The Director
could spend only 25 percent of his time
in coordination and development of the
program. This was clearly inadequate.
The nprogram conseguently drifted with
insufficient direction uritil the interns
and the council members leveled a
complaint at the FWL administration.

The reasons that the interns and the
Council could wield some povier was
because at the time affirmative action
was a national issue for boti women and
minorities. The threat of tihe possibie
withdrawal of support on the part of
women and the minorities at FWL could
have meant withdrawal of the funds from
the government agency and would force a
new negotiation.

The result was the provision of 100 percent time for
the Project Director and a new and more clearly

18
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defined role for the Coordinating Council members as
a policy-making and overseeing Board of Directcrs.
The Council was further restructured to include two
merbers from top administration, the Deputy Director,
and the Senior Administrator, and a representative
from the intern group. This restructuring made the
performarce of the Coordinating Council a sericus
and professional matter. When these people gave
rheir time to develop or to monitor the progress

5T the program it was seen as serious effort. Tne
presence of the Deputy Director helped to increase
the atterdance at meetings and insured that profes-
sional attention would be given to all the items on
the agenda.

The restructuring of the Coordinating Council, the
assigning of more authority to thic body, and the
provision of a full-time Project Director made it
possible to develop an intern prcgram that would
really produce intern graduates having leadership
potential.

SUMMARY OBSERVATIONS

The point that an internsinip projram that is to work
effectively must have the involvemant ard backing of
those who wield power in the institutior was discussed
and then elaborated with an example. The exzmple
described an initial situaticn in which the -~.dmini-
stration was not sufficiently involved to make the
program credible or viable. The change in the balance
of power .nd the result of the involvement of
influential administrators, interns, a Project
Director with enough time devoted to the preiect,

and defined roles ther maae it possible for the
program to be effective and to be developed.

1f you are from a school district or from private
industry you simply need to identify the authorities
and the sources of power within your structure, and
to inv. ive the key personnel in the planning, in the
governing council, and ro serve as resource people
and mentors within the program. Wwith their involve-
ment will come their serious effort +o make it an
effective program.

19
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THE COORDINATING COUNCIL

INTRODUCTION

Once you have assessed the need for arn internshigp
program and the receptiveness of the administration

to sucihi a means of advancing potential leaders, you
need to be concerned with developing the foundatinn
for it. This section describes the means by which to
develop the governing council. This is a crucial step
because this involvement of the key administrators is
an initiation of their commitment to making the program
effective.

PUTTING TOGETHER THE GOVERNING COUNCIL

The previous section erphasized the impoxrtance cf
involving people whc nave influenge in the i:stitution
i:, the program. This mcdel provides three ways in
whi~h these irdividuals carn te involved:

1. as members of the policy-making board;
2. as mentors or adviscr to interns; and/cr
3. as short-term consultants to interns.

This sectlion describes the role and function of the
coordinating body, together with suggestions for how
o put one of these together.

INVOLVEMENT AT THE TOP

The director or chief administrator of the
institution shoul’d be invelved in the
jincepticn and creation of th. structure
for developing a leadership prugram.

de or she should designate who will

be responsible icr the development of

the project and shoulé be involved in
identifying who should be on the "//’
gowverning council. He or she will

have more confidence in a committee

nade up of people whom she/he crusts.
With the explicit support from this
principal authority, possible in the

form of delegating the assignment to X
you, you can proczed to organize a
coordinating body for the program.
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COMPOSITION AND SELECTION OF THE COUNCIL MEMBERS

Tre corrosition of tlie Council membersnip should te
scus_.-i and approved by the princigal authority -
The compcsition should include members who have

experience as leaders themselves and who continue to

have infiluence within the institution, e.g., the
perscnnel directors, Supervisors of a significant
aumber of staff merbers or whce themselves are memoers

~f polict-making groups within the institution.

At TWI., the composition was determined tc be of

sever. members representative of 2ll groups and
const:tuencies within the laboratory with a special
emphasis given to women arnd minorities. The nerscns
who were to be laboratory regular erplove=zs in
supesvisory positicns of middle maragement or higher.

CRITERIA FOR SELECTION OF COUNCIL MEMBERS

T+¢ basis on which the council members are %o serve
necds to be specified. It may be voluntary, <r 1t
mav be by assignment from the higher administration.
The yualificaticns for membership need to be spelled
cut.

The criteri: outlined above was used for selection

of council members who were knowledgeable anout
cducationzl research and cevelopment. This was
essential for the nature of this program ut, in

your case, you would need to devise your own outlire
for selecting those individuals who have demonstrated
expertise and competence as managers and leaders in
your field of work. In private industry, the criteria
should serve to select those who are examples of cap-
able executives and managers. In a school system,
the criteria should enable you tc select those who

are competent schonl &dministrators apd innovators
within tne system.

These were cutlined in tbis project as follcws:

411 Council members serve on a voluntary basis. A&ny
Regular full-time Exempt Employee (levels VI-Open)
who has completed six months of continuous service
with the Laboratory and wishes to be considered for
membership may apply by making a request to the
Project Director. The Laboratory Director shalil have
finel approval of persons to serve on the Council.
Mempers of the Council are collectively axpected to
reflect the following characteristice:

21 .
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wOmern ang minori

4. Fnaowledce of advancement within the

[fal

Tvor lower position level

J.  Experisuce In managing projects (or
cormpoients) in research, 4 1

disseminatinn, and inplementaticr (RDD&I).

0
T

TYO5E evaloiment,

“. Willingness to devote two to four hours rer
montn to Council dutles.

7. Willingness to work with a broad spectrum
of colleaques of diverse baclhisrcunds in
setting goais and establishing policy.

The riteria need to reflect what is needed to make

the program effective and the preferences of the
administration. These criteria should be 3daeveloped
with or at least approved by members of tog administra-
tion. This gives them an onportunity to identify those
they consider as the capable professionals within their
notwork as well as ‘o give you the authority to screen
those who mav rot have the credikility with the
administration.

SURPOSE AND FUNCTICON OF THE COORDINATING COUNCIL <<\ N
) 1
I

in order fcr the ccordinating group to bedgin on a strong ,
footing, they should have a clear sense of the purpose

and function they will serve. The following is the

curpose outlined by the Coordinating Council at FWL.

The Cocrdinating Council of the Women and
Minorities Leadersnip/Management Trairing
Program is established to perform two major
funct tons:

1. to develop prog:,.m policies and operating
nreoecures;

Z to review and advise project management
on the operation ¢f the program.

3
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1.

n= Council snell es is
occdures as they pertain t

rogram policies and

teria for the selection of program
ticipants/interns;

establishment of advisory capability and
mechanisms to support progiam participants/
interns;

ccmmunications with Laboratory management to
ensurs that program participants have equal
sccess to opportunities for leadership/management
experiences; and

ways to conduct periodic assessment of Progran
prcgress.

Furthermore, the Council shall review program
progress and offer advice to program management
regarding:

1.

4.

selection of participants on an annual basis:
determination of program content, i.e..
management skills and opportunities for

participants;

means of increasing program e:fectiveness or
efficiency;

future plans for the program.

An initial meeting wculd easilv be taken up with a
discussion regarding the items in this outline.
Through discussion, each member wculd become clear
about what is asked of them and what they could
contribute.

GUIDELINES FOR CCUNCIL OPERATION

The group needs to know the numbexr and frequency of
meetings and the general method by which they will
function to carry out the purpose described above.
The followiry are the brief guidelines specified for
this project:

1.

The Council will hold regular scheadulaed meetirncs
orce a month (every first Tuesday of the month,.
A consent agerda will be prepared for each
session by the Prcgram staff. Any member of
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¢his Council mav request that a specific item
~f business be placed cn the agenda. Other-
be proposed by the project

and program participants/

7. +nless otherwise specified, all meetirgs will
e open to Laboratory staff. Learners and
advisors will be encouraeged to participate

n Ccuncil meetings.

pe-

eolicy matters will be decided by majority
wnze. A juorum for action will consist of
.ny three members present anrd voting. In
the ovent of a tie, the principal investi-
gator may cast the deciding vote, or the
matter may be deferred. Voting by proxy
will not be permitted.

Although mestings may not always adhere to the guide-
lines, they do provide a means for the group to have
a --.mon understanding about what to expect from

0 . other in these meetings.

DESIGNATION QF A CHAIRPERSON

O
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Ther~ are many ways of selecting a chairperson fcr a
group but all of them include the group's knowing
what the chairperson's function would be. The follow-
irq were the duties outlined for the Coordinating
Council chairperson at IWL.

1. cocrdéinating the ciforts of the Council
membars to carry out the Council functions
cutilire: above,

- . schedwling and conducting meetings of the
Courcil;

[¥S]

communicating with the Director of the program
and lahoratory management on program 1ssues
and progress.

It is important that the chairperson be elected demo-—
cratically by the group. This individual need not be
in a power position within the institution. It may
even be helpful that the person is not the most pro-
minant in the group. This enables the most infiuential
to participate and discuss from a peer position with
the others in the group.




JATE

COOPDINATING COUNCIL AGENDAS

The following list of agendas accompanied with a
brief discussion is provided@ here to describe the
extent to which the Council was involved in making

the program effective.

Note that the items on the

agendas ranged from establishing criteria for
selection of interns to specifying the r:quirements
for graduation from the program.

PURPOSE

DiSCUSSIOHN

11/21/72

1/7/8)
2/20/89

3/20/80
4/25/8C

5/22/89

6/13/80
7/2/80

8/28/80
9/26/80
10/12/80

*11/12/80
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Selaction criteria for internal
and external interns, Decision
regarding with wrich institutians
to collatorate

Interview FWL inturn aoplicants
Proaress report by Project Lirector
Inclusion of Members from Ozkland and

SF on CC
Selection criteriz for external interns

Six FWL intern applicants interviewed
Ten external applicants interviewed
(7 from Oakland; 3 from SF)
Interviewed 5 Oakland applicants
Interviewed 5 SF applicants

Progress Report of Intern Activities
by Pruject Director

Certification issues

Committse meetings to evaluate
competency requirements

Second committee meeting

Committee recormendations for
certification of interns cum-
plating the program

1) Clarified eligibilty require~
ments and application
procedures.

2) Establishzd quidelines for
recruiting external interns
(e.g., minimal level in hierarchy
af school districts from which to
select interns).

3) Established tha:t we must work with
fnstitutions who serve the largest
proportion of women and minorities

Selected two interns from within FWL.

1) uestiors about (1) natire of re-
lationship with SF and {2) effect
of chanoced membership of CC

2) Recommanded procedures for
celection of interns

3) Recommendations from communicatina
information about the nraoram in
recruitment

Three selected

Marrowed to 5 from Nakland; none from
3F.-decision to taruet recruitina to
SF more riagreoucly.

selected Qakland intern
Selected one to start Jure 25th.

Resoonded to progress report; dis.
cussed present system of internship
completion; discussed need for procedu
“or certificaticn of interns upon com-
pleting proaram requirements

Discussed intern concerns re: certifi.
cation; based compietion procedures on
self-assessment inStrument, accompanie:
by folio and resume. Reconmended that
CC review minimal competencies to aopl
to both internal and external interns.
A committee assianed to reduce the com-
netencies to fewer.

Reviewad 8N manaqement competency re-
quirements to reduce their number

Determined means of evidence of com-
petencies, i.e., the professional foli:
2 revised resume, memorandum to the
Council documenting completina require
ments

Questioned completeness of requirement
combined compatencies into 3 categorie
rather than 4, reouested further
specification of competencies,



CONDUCT OF MEETINGS

Each meeting was called to order and adjcurned by the
chairperson and generally follcowed an informal versio:n
of Robert's Rules of Order. When the group worked as
a team for developing criteria or definina the
certification requirements, the formality was dropped
and an open dialogue was conducted with guidance by
the chairperson. A copv of the minutes of the meeting
is provided here followed by a verbatim dialogue of
the group meeting which produced the final certifi-
cation reaquirements.

The transcript presented here illustrates the content
and the method of interaction that takes place in a
Coordinating Council meeting of the W&MLP and
provides an example of the role of this body in
determining policy.

This tvas the fourth and final meeting to detail the
content and competency requirements made of interns
in order for them to complete their work in the
program.

The need for specific requirements was initiated by
the Director of the Program with a submission of an
cutline of competencies based on a previous study of
those s5kills required of project managers in R&D.
‘DeAnda, 1980). 2. subcommittee of the Coordinating
Couricil subseauently reduced the number cf these
competencies ini categorized them into areas that
were similar vo those required »f Principal
Investigators at FWL. The new set was submitted

to the Coordinating Council and additional changes
were recommended.

This meetina culminated the woordinated work of
Director, Subcommittee and Coordinating Council
members in the effort to specify the leadership
certification rquirements. Lisa Hunter, the Chair-
person of the Coordinating Council initiated discus-
sion of the new set of requirements compiled and
submitted by the Director of the Project.

DeAnda, Natividad, Ph.D. Competencies of Leaders
and Managers in Educational Research and Development.
San Francisce, CA 94103: Far West Laboratory, 1980.
{Report No. 4, Independent Research and Development
Project Reports, June 30, 1980.)
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A COCRDINATING COUNCIL MEETING

SBACKGROUND TO THE M. __TINC

The meeting presented on the following pages was
convened for the ourrpose cof finSi}zinq the completion
reguirements of interns in the program. This was the
culmination of several meetings spanning a period of
six months.

The purpose of the meeting was to define what interns
have to demonstrate in order to graduate f: = the
program. Completion requirements were originally
based on a thecretical view of what interns in educa-
tional research should know. As the meeting progressed
the requirements chame more and more pragumatic and
focused on the iqferns' knowledge of funding sources
writing of technical proposals, and knovledge of the
strategies and qﬁe politics for obtaining funding, and
a knowledge of project management.

A
The meeting was‘ppened by the Project Director present-
ing a summary of ‘completion requirements which had been
previously formulé?ed by a Council committee, Project
Dirzctor, the Coordinatinq Council Chairwoman, aand
anc-ier member of fhe Council who has extensive experi-
ence in educational RA&D.

The Project Directcr reiterated the outline that the
Coordinating Counci: memcers had produced at the last
meeting. Four areas of competency reJquirements were
outlined:

1. Program management which includes plannino.
supervision, monitoring tasks, and budget
guperv.sion.

2. Technical writing whicsa includes conceptual-
ization and writirng of a proposal as weil
as technical reports and articles for
publication.

3. Development of funding source expertise which
means knowledge of funding scirces, procedures
for obtaining funds, and strategies for be-
coming part of the political network which
facilitates obtaining funds.

4. Establishment of professional expertise which
includes development and knowledge of a specific
R&D content, an increase in credibility in the
field, and obtaining a support natwork within
FWL.
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Competencies expected of principles and principle
investigators in educational research at FWL were
used as a basic outline from which to produce the
areas of competence below.

Each of these four competency areas were being further
refined in this Council meeting. A transcription of
“he discussion between council members follows the
sutline in order for you to note council's demand for
practical competence. The dialogue between the mem-
hors, while informal, was always on task and serious
amout defining the requirements.

AREAS OF COMPETENCE

Interns are expected to either already posses or
further develop their professional competence in the
following four areas:

1. Expertise Subject Area.

The subject will demonstrate an adequate degree of expertise
in an educational subject area. This would be demoqstrated
by evidence of credibility in the field, i.e., published
articles, conference presentaticns, requests for consultation
in the field. Another form of showing credibi]ity Wi1} be by
achievement through a degree from a recognized university.

2. Project Management.

Evidence of being capable of managing a project or a sigqifi-

cant portion of a project can be shown by previous experience

as in the resume, letters of reference, or gvidence on the Job
confirmed by supervisor or the intern's advisor. The areas of
project management which are to be covered are:

a. planning

b. supervision

c. task monitoring

d. communications, i.e., quarterly or annual reports,

memorandums, etc.
e. budgeting

3. Technical Writing.

Evidence of having been competent in writing a fundab1e'pvoposa1
or a portion thereof, quarterly or annual reports, publishable

articles, will be provided.

4. Funding Source Expertise.

Evidence that an intern has knowledge of fuqding sources, prccedures
for obtaining funds from at least two agencies and the rea:ired
procedures through FWL will bte demonstrated.

Furthermore, knowledge of the plitical strategies needed for
assisting oneself in the funding procedure will be demonstratad.
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PROCEDURE FOR SUBMITTING EVIDENCE

The intern's advisor and the director of the projec:
will e principally responsible for evaluating an

intern's prcgress and assisting tne intern in produc-
ing the evidence cf the intern's having acquire< the
knowledge and experienc2 in the four described areas.

THE MEETING ITSELF

The Chairwoman, Lisa Hunter, opens the meeting and
proceeds.

Lisa: wnat I wanted to do is have us finally
finish with this sc that whatever we decide
here will be it. So, I would suggest that
we go padje by page ard get the comments that
you have and then cycle back and come to
some consernsius on what should be here.

Wwhat was your feeling on the first page,
the suggestions? First of all, are there
any questions that you have on how Nat
arrived at this version?

% Ralph: No questions here. I think it very much
reaiterates the planninc meetings that we
had regarding this. It 5 a very good per-
ception of that.

Stan: veah, I have a question about it. Item 4
was the item we talked about before.
(Item 4: Funding Source Expertise:
"Evidence that an intexn has knowledge of
funding sources, procedures for cbtaining
funds from at least two agencies and the
required procedures through FWL will be
demonstrated. Furthermore, knowledge of
the political strategies need for assisting
oneself in the funding procedure will be
demonstrated.")

Ralph: Of course now Item 4 has got to be a very
difficult area to assess.

Nat: The means may not exist. We have to change
the term strategies tc knowledge of funding
sources to simplify assessment.

Ralph: I'm fine with that.

Stan: Did some of you get a memo from John, actually
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ike caving, "3o what

Tronc Yeanh, ktut I thcught that the thincs tna
ere there in that letter to John may be
tne kinds of things that we should cz:l to
~he attention of interns who are learning
-G ) A about funding sources. His recommendaticns
”71 —‘§7‘ . and his tziking about tips for submitting
“Y' iR proposals to any of these agencies, federal
o or private. It hits the points that interns
” should be aware of. I was just thinkirg of
that memc in regard to what we brought up
before. The politics of furding are a little
. nebulous. It's hard to look at what the
X s strategies are because they change so much.
I ' It's very hard to monitor that or show evi-
dence that an intern really knows. My sug-
gestion there is not to include it.

Lisa: Too political?

Stan: ves, because how are we going to judge that
somebody else's perception of stirategies are
going to yield results. Nobody has cornered
the market on truth or ignorance regarding

funding.

Lisa: My feeling is that it should stay in in some
way because you tell, by discussion with the
intern, whether they know the apprcach and
whc to approach. Maybe we can change know-
ledge to familiarity with political strategies
or maybe not call it political strategies but
call it ways of gaininc entrance or getting
credibility.

Comment: At this point the Council has reached agreement
tc include the requirements of interns knowing
political strategies or methods of aprroaching
funding sources.

The next section of discussion focused on
detailing bits of information and knowledge
that interns would need as well. Note that
each Council member brings a fund of know
ledge from their own experience.

* (The Tate letter described procedures which are more
recently most effactive for obtaining funds. The Council
members were suggesting that knowledge of these proced-
ures and others are an example of what interns should be

aware of.)
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Ralph: Cne of the Zhings that we recently had a
discussion about in cur department and up-

airs was the fact that the "2boratory has
= used a lot of skilis that | .-rle nad

und nere. vhen being in Washington
siting funding scurces, we always
came with the guestion, "wz1l1l, what do vou
need?" instead of coming tc them with some-
thing we coculd do in the way of performing.
It's been that we have reczived most of our
money or the basis of competition for RFPs
where other institutions cof this type have
gone there with prospectuses ana said,
"yere's what we're interested in." It seems
to me that these interns that come out of
this program should be very familiar with
that type of approach. In order Zor this
institution to survive, we're going to have
to go with that type of approach rather than
the other of hat in nand, saving, "What can
we do for you?"

I *hink, for instance, it's not political

but at least it's a strategy that one needs
to know about. Interns should be privy to
that tvpe of process as they get PI status.

Stan: It's a two-wav street. On the one hand, you
need to 7o to places and say, "These are the
kinds of things that we can do," before you
can do them very well. The other part of it
is also knowing what sources are available in
agencies. Wwho are the people there? What
are they currently interested in? What's
bugging those agencies? What's their next
cycle of tnings?

ralph: That's right.

Stan: That may be two ways of explaining what we
meant by political strategy.

Lisa: Okay, how would you word that then?

Stan: Item one urder funding simply talks about
knowledve of funding agencies and procedures
which they abide by for procuring fundings,
procuring contracts and procuring work. I
think two couid be the two sides of that
thing: one is the knowledge and understancing
of instilutions rzelating to perconal interost
and capabilities and the other side is KkKnow-
ledge about key people in those agencies....

.’A [,
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¥'ey people and possibly issues:
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o T c211 it the line of inguirv that acencies
are concerned about. The Tate memo, 7°ne of
issues that he mentioned which I think is

very valid is that goin for RFPs on a one-

shot basis =-- vyou go 1/, jou win or You lose,

right? But, in either case, You can build a

relationship, even 1f you lose to know what

the set of penple are interested in, why
they turned the project down, what's bother-
ing them, what they want to have dore so
that even in losing, you micht have already
established a sontact and be able to use
that relationship to look for things that
they might want to have done in the future.

It gives you some entree into the system.

o}

STMMMARY COMMENTS

The interaction describes that the Coordinating Council,
made up of extensively expericnced researchers in edu-
ca*ion, show their commitment %o having a realistic

set of expections for interas.

They freely interact, interjecting their opinions and
showing evidence of their experience in the field.

They are committed to producing a set of reguirements
that cthey can endorse. Because it dces come from their
experience and their conviction of what is practicai to
know, their belief that the program will produce people
who will have a place in R&D is more likely.

A crmmittee of two members went beyond this meeting and
finalized the requirements. They are presented on the
following pages. Compare these with the ones that

were introduced at the beginning of the meeting.

Whether you are from a school district or industry you,
too, need to have council members who are practical and
willing to work on the task of defining realistic
requirements for your potential leaders.

vou can image a dialogue that would take place between
corporate managers and industry while 1n the process ot
specifying what potential management perscnnel would
need to know in order to bhe competent as a leader. A
concern in the private sector which would ovarallel that
discussed above, of means of obtainina funding, might
be the strategies for marketing new products or for
obtaining funding for expanding production. A scheool
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SELECTION OF A PROGRAM COORDINATOR

WHAT THE PROJECT SIRECTOR C_OOERDINATCR) DCES

, adminis
person must £111 in the cacs
es in the program or weaknegses

s
1 L
iclenci

tern or the advisor.

Often, the Project Directcr is a mediator between the
advisor or mentor and the intern. Fou  example, the
intern may not know how to best use what the advisor
has ¢o ofrer. The advisor may be an expert in a
particular area but doesn't know how to teach or how
to advise. This poses a dilemma for both people.

The Project Director can talk individually to the
adv.sor to assist in drawing out what the adviscr
has teo cffer.

In one instance, -he advisor had extensive expa:ri-.nue

1n writing propos..s and technical articles. How-vzr.

he was not able te give a supportive critique to the
intern regarding her writing. He tended to be overly
critical, as he was of his own wogk. This discouraged
rather than supported the intern's efforts. To solve
this oroblem the Project Director discussed the intern's
potential with the advisor in a purely cbjective fashion.
Together they identified the strengths and the weaknesses
in the intern's wr.ting and devised some steps for tne
intern to take to fuszther develop her writing skills.

The interr. was to write rough drafts end select other
people with writing exp=rience to rev:.aw and critique
them. This left the ad—-isor out of L:oing in a negative
position but allc 1 hi~ to offer =z :ronstructive
procedure for her -o le.in her craft.

This resolution of the prohlem was possible because

the intern was able to t © to the Project Director
about the difficulties w. -1 her advisor and the Project
Director hed the mrofessional relationship and means

bv which to discuss hiwe case with the advisor without

threatenino his role.
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T~ ~ther 1nstances, the Project Director needs =l
7 4+ Yy et

wnow wnen to stay out of it. I here means the
nelping relatiorsnip that the advisor and intern
For themselves. In another instance, the
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sdvisor was very active in recormmending wayvs DY whLch
the intern could learn new skills and was assertive

¥,

in creating those opportunities for him. The best
approach to working with intern and advisor in this
case was to meet with them periodically and to havs
~hem both take credit for the guality relatlonship
~hey had b'- talking about the tasks they had agreed
upon and w=ce carrying out. An example of cne of the
tasks was that the advigor sucagested that the intern
write a mini-proposal in crder for the intern to
be~ome known within the insti:ution and to get the
practice of writing a proposal for funding in a non-
threatening situation.

.5 Projecn Dirmctor also has <o be a politician, as
as a relatively accomrlished professional in

the ‘-eld. The politician part intolved his or her
being able to effectively persuade other professionals
who can serve as resource people to the program.
Political acumen is also required in being able to
work effectively with the governing council. This
group is made up of individuals who see themselves
as accomplished professionals in the field who need
recognition of their status. They wish their opinions
to be acknowledged and understood and put to good use
in meetings. By respect 1s meant professional cour-
tesy, such as providing them with materials and infor-
ma.ion that is needed to perform their function, to
be given credit when it's du for helping the program
work effectively.

ckill in orch.stration of a v iety of tasks is
cssential to coordinating an internship program.

There are conferences and seminars which need tn be
catalogued and known abcut and evaluated, there are
books to be selected for the library, there are ex-
perts in the field to be sought out and made availablie
to the program, there are meetings of the Coordinating
Council, meetings of interns, and individual meetings
with both advisors, interns, and administrative staff.
Clear and concise information between all of these
individuals is the lifeblood of the program.

Th= Project Director must also be imaginativa. He or
she must be able to model the ingenuity for seeking

or creating new opportunities and for using experiences
on the job to develop the management and leadership
skills. For example, an intern who had an educational
materials developer job, was not in a position to
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+ 1n the strict sense. ah arrangement
n's boss or director of that project,
ich this person would -e responsible
ing the budget for developmental tasks
ogram for a pericd of a mecnth. He began
zv outlining the scope of worr for his own tasks and
mairntaining a record and acccunt of time, use of

e

k

(l)

materials, and costs for completing
worked together with his supervisor i
costs and “eadlines, rnoz onlv for his own ta

Lut for others within his project.

tazks.
in estimatin
sks

’

Imagination 1s also needed in assisting interns and
vivisere in their formulation of individual programs.
Some interns work most effectively by working closely
~ith consultants or reszcurce people, others throughr
~oursework and others primarily by being left on
tneir own to learn through trial and error.

Ajpropriate selection of the Project Director should
ome from knowing a person's experience in initiating,
creating, working effectively with a variety of
people, and having credibility both with administra-
tion and with individuals who would be interns in

the program.
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THE MENTOR

THE IMPORTANCE OF THE MENTOR

Mentor is defined as a person who provides a model,
guidance, suppcrt and direction for her/his intern,
student, apprentice. In the Renaissance days. young
men and women associated themselves with a master
craftsman by beginning in a menial position and
ascending the ladder as they developed the skill

ind knowledge to egual their teacher. In those days
the apprencice spent a significant portion of his/
her life in the master's sho. in order to learn the
craft. This can be accomplished in a much shorter
time in this program.

The similarity to an internship in this type of
p-ogram is that the mentor can serve as a role model
and is expected to guide and direct the intern.
However, the difference between mentor and intern
in terms of knowledge and skill is not as dgreat .3
it was between master and apprentice. Nonetheiess,
the influence the mentor can have on an intern 1is

one of the most important aspects o»f the program.

A few guctes from interns who have successfully
completed the program will convey how important
this relationship has been to some cf the graduates.

I had a run—-in with a colleage and my
advisor did a couple of things. He was
very willing to listen to the difficulties
that I was having and offer insight into
the problem. He was acle to give me
some very sound insight into what I
was going through either because he
had gorie through a similar situation
or was speaking from experience.

He gave me strategies for dealing

with this particular situation.

My advisor was always putting

information on my desk and he

suggested articles, handbooks,

people I should call in ny area

who I might pbe able to talk to,

and grants I might want to apply // /// ‘}

for. ‘
- An Intern / F

-
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I used my advisor as a soundinqcboard
and someone to guide me. He provided me
with contacts and suggested conferences for
me to attend. I went to him with problems
or sometimes I would have an idea and I
would just bounce it off of him. Sometimes
.t was just really informal, "How are you

He was very supportive of anything that
I was doing. He also suggested things for
me to do. For example, he suggested that I
see and find out what key people in FWL do.
Sometimes I would mention something casually
and he would help me formulate it into some-
thing more concrete. Once I said that I
thought the Deputy Laboratory Director was
very helpful in the meeting she held with
the interns and he said, "Why don't you tell
her that?" And I said, "You mean send her a

/
s,é \j\se? j 7 doing? What's new?"
W, - An Intern

memo?” And he said, "yes" and so I did. We
discussed political strategies for advancement.
He helped me to understand that.I already had
an area of expertise and that I had a netwcrk
of professionals who already recognized me.
This was a way of helping ma2 to recognize my
strong pcints in my field and that I already
had a credible sugport system which I could
use to my advantage.

- An Intern

The mentor role is an important one in this program,
but it by no means 1is essential to all interns.

Some have preferred to have minimal contact with
their mentor and have, in fact, preferred to formulat
their own directions and to learn from their mistakes
as they -vent along. So, while the mentor has been
important to most interns, there are exceptions who
have done well without the guidance of one.

WHAT DOES THE MENTOR DO?

The role of the advisor is defined as follows:

1. To help an intern to plan, carry out, and
evaluate an individualized and sequential
career develcpment program in leadership
and management knowledge. skills and
attitudes.

5. To communicate regularly with the intern
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regarding his/her interests. accomplishmeats,
delays, significant events, etc.

3. To help the intern select ap-ropriate
consultants, courses, cor cn-che-job
experiences for each skill to v practiced
and mastered.

4. To counsel the intern on meuncis of
assessing progress in tangible, job-
related functional settings.

5. To communicate information regardirg
“he intern's activities and progrecs
to the Project Director.

Each of the five functicns will ke briefly detailed
in the following subsections.

"Helping Interns to Plan, Carry-out and £valuate Their
Program. Planning begins with an assessment of the
intern's profescional strengths and weaknesses as a
potential leader in her/his field. At FWL, they asses-
sed the intern's experienca and kncxledge in areas of
project manzgement, knowledge of funding sources,
rechnical writing, and of a specialized area of exper-
+ise in education. The two dercrrined what the intern
would need to learn and how to 7, abou -. One intern,
for example, had insutfficient information and kncwledge
c¥ identifying funding sources ir. Washington, D.C.

He and h mentor created a plan about a source of
funding for the project within which Fe worked. The
second step in the piow was for the intern to accompany

the mentor on a routine trip to Washington, D.C. to
assist in seeking funds with several majer agencies.
The interrn was required to summarize what funds might
be availabhle from what departmernt and to recommend a
direction and steps that his department could take to
obtain additional funding. The two evaluated how much
he learned from the sequenced experiences.

Regular Communication Regarding the Intern's Experience
and Program. Mentor and intern need to be able to talk
fo each other with relative 2ase. The topics of the
communication can vary from socializing to reviewing
the intern's accomplishments. The program required at
least one meeting a month for review of progress, but

encouraged more as was needed.

Interns need to talk about the success of their efforts
to complete certain assignments and/or about the

f-ustrations they experience in dealing with situations
or individuals. The opportunity for an intern to talk

39
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about significant events in their professional life
can serve as a means of taking credit and assimila-
ting what the = are learning. For example, one intern
developed a p.oblem with a peer on the job and asked
for assistance in coping with the antagonism that was
puilding between the two resulting from some differ-
ences of opinion regarding the credit they were due
as co-authors of a teachers' handbook. Finding a
reasonably amicable solution to this professional

and interpersonal problem was a significant event

for this intern. She gained the ability to cope

with antagonism through direct but constructive
confrontation and negotiation. Her self~confidence
increased and she weas ablezto apply the same courage
and clarity in other professional relationships.

Assistance With the Selecéion »f Human Resources,
Courses and Experiences. "The mentor, by virtue

of being more experiencead and more knowledgeable
in the field, is in a position to help the intern
to choose the kinds of learning experiences that
will work best for her/him. This includes working
on a short-term basis with a consiitant, taking
gniver.ity courses, and/or on-the-job experiencer.
An intern may need exposure tc ba.ic knowledge
rhrcugh a course Or a workshop folilowed by the
opportunity to apply that in a job. For example,
one intern developed her technical writing skill
rewriting the essence of a teachers' handbook for
publication. The mentor suggested that she use a
technical writing consultant to assist her with the
rough draft, to ~onsult with a person within FWL

who is knowl.ecdgeable about publications for a
publisher to whom .o s.ubmit the article, and a
fellow associate who knew her sukject to give her
feed: -ck before submitting her work to the publisher.
The . ticle was published and the intern learned
from each step of the experience.

[
L

oo

Assessment of Progress. The real measure of progre
is the product or the performance. It is not enough
tcy an intern to be able to talk about what they have
ljearned. The emphasis in this program has been to
produce results. Both mentor and intern need to
~xamine the mentor's tasks and jobs for means of
evaluating new skills and knowledge. For example,

an interr - nding to develop budget maragement skills
would man. e +the budaet related to her own work for

a period of = "rh. She was rcsponsille for ostima-
ting costs .: o be performed in terms of labor

and materials, mna for evaluating whether or rot she
wvas staying within the budget. The means of evalua-
tion was whether or not she estimated accurately and

’
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whether her system for budget managemcnt worxked s
effectively as that of her supervisor.

At the end of the internship program interns in the
FWL program must provide evidence in the form o7 a
folio showing what they have produced cr demonstrats=d
in the areas of management, writing, knowledge of
funding sources, and recognition in their field of
expertise. The emphasis is always on beinrg able to

function effectively in their field.

"

Regular Communicaz:on With the Project Director.

The mentor must b= able to maintain an effective
professional relationship with the Project Director
since both of them are responsible for the intern's
progress. What tifis means is that the mentor, being
the Project Dirgctor's colleague and peer, nceds to
not allow compefition or feelings that the intern is
"answering to" the Project Director interisre with
assisting the intern.

Thé'ﬁentor and the Project Director need to discuss
the intern's strengths and weaknesses, the activities
that he or she are engaged in, and to provide the
best guidance chat they can for this pzarson.

The communications have been through regular meestings
at least once guarterly, by telephone, and even
informal exchanges on the elevator or ir che hallwavs.
Each person in the triad, mentor, intern and projec=
director, is responsible for the intern’'s prcgress.

CRITERIA FOR SELECTION OF MENTORS

The fo.lowing is the criteria that 1s used both by
interas and by the governing council 1in the FWL
program. The interns use these %O select app:i.priate
mentors for themselves and the Coordinating Council
uses them to apprcve or disapprove of tiie intern's
choice.

1. advisors should have knowledge of resour
~ersons in the laboratcry and in the
community who can serve as mentors for
specific skills, Inowledge areas, etc.

2 advisors sirould have experience and skill
“r leaderzsip and management, both

theoretical and practical.

Awvisors should be avsilablie to the inters
to guide the learning and to work with the
Coordinating Council and the Project Directo.

(&%)
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to help 1n the

and manacement

r. zdéiticn, 1t would ke

in
tc have 1) exper:ence 1in = ana/
or counseling; 2) sensitivity in assessinz needs;
3) ability to analyze interns' strencth 4
weaknesses; and 4) commlitment to als.
The guidelines seem o717 T el
when individuzl mentcr=s - )
peers whe know them.
SUMMARY
The application To Industry and Scnool Zistricts
- Mentors in the private sector or 1n a school zistric

or
need o be selected for their expertise in their field
of mznagement. They should be knowlecgeable about
management in the industry or in administration of
schools respectively.

The criteria to be used for selectlng the mentors Wl
need to be formulated oy the governing Souncil

assumed tr -t those who can bpeor mhdel 3s leadirs will

pe selectc .

~.

S
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SELECTION OF INTERNS

THE PROGRAM IS ONLY AS G0OD AS THE PEOPLE IN IT

_ur experience in conducting this program showed thnat
cerscnality characteristics, i.e., assertiveness,
competence, intelligence, and clarity of mind coupled
with evidence of the ability to lead in their work
experience were the best precZictors of success. The
xind of education or the degrees obtained by the
person were not as important.

The problem vou're faced with is what procedure to
use te insure cnoosing those who have the best chance

being successful.

)

o
U

Our experience shows that the selection committee
must be used for the benefit of having several view-
points. The selection committee must know the
criteria for choosing the best applicants and the
procedure must enable them to see evidence of the
applicant's leadership potential. In this program,
the evidencewas aviilable in the applicant's request
and in their performance in the interview with the
committee. The reguest for entry into the program
required the applicants t?answer six probing qguestions
and the live interviews gave the applicants achance to
demonstrate their competence in dealing with people,
presenting their viewpoints clearly and to demonstrate
their self-confidence as potential administrators.

This section contains the criteria that were
used for selection, the requirements for self-
evaluation and the agreement or contr-ct
~hat the applicant made with the progirim
to perform as reguired.

PREREQUISITES TO ENTER THE PROGRAM AND
EVIDENCE OF LEADERSHIP POTENTIAL

An important source of leadership potential
is shown by the applicanc's ability to
assess themselves. The strength of their
charac -r and their ability to identify

why they are leadership material shows 1in
requiring them to Justify their application.




The “ollowing is a copy cf Lhe anr cement which
pplican® foie supmittin. their reguest

REQUEST ©CFE MANAGEMENT INTERNS

The internship rrogram is open to those staff

rsons in procrammatic research and development
“hase scope of work consists of tasks directly
reiztisd ro educaticnal R&D (such as produce
jevelopment, training, evaluation, dissemination),
and which are not primerily administrative in
nature.

Applicants must meet the following educational
snd professional requirements:

1. They musr have been cryloyed for at liast si«
months at FWL in a perm2nent position, and
must be at least half-time employees.

Z. They must have completed an MA or be able
to provide evidence of equivalent knowledge
through experi:nce. They must have already
developed, or could easily develop an exper-
tise area; they could be eligible to enter
a doctoral program.

3. They must have cemonstrated the capability
for leadership and management by having
initiated their ideas within their job,
and/or by organizing or managing community
z2ction movements.

4. They must have written documents showing
their ability to write tc~hnical reports
and materials.

5. They must be concerned with and have made
efforts toward advancing themselves profes-
sionally, i.e., continued education,
professional seminars., taking advantage of
opportunities in their job, etc.

The importance of each of these are discussed below.

They must be employed in a field related to the
Internship Program. The interns must have the oppor-
tunity to apply what they learn in seminars, confer-
ences, readings or coursework in their actual work.
Needless to say, their jcb must be in the field within
which they aspire to be leaders. In the case of FWL's

44 '
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Educaticnal Reguirements. Notice that a degree at
the master's level was stated but not reguired. T
equivalent knowledge obtezined through practice in
the field was as, 1f not more, important <than the
actual degree. The feature that was more important
was that they had made the effort to develop them-
selves in a field of exrertise, either throuch
academic study or in the f.eld experience.

1y

The evidence regarding tne effectiveness of education
in preducing outstanding achievers in the field 1is
questionable. There is evidence that the truly
outstanding people tend to drop out of the dull,

academic routes that are provided by universities. e
On the other hand, those who do not have the talent s
also tend to drcp out. So you cannot entirely rely /é/' .
on academic achievement as an incicator of leadership T 3,4;’
potential by itself. ﬂ\:? N

A \@ “,"'
Demonstrated capability of leadership. This require- / } \'“sb //

ment is probably the most important of the five.

The applicant's capability for leadership must be 3L5:57:15’41:
evidenced in her/his work history and education. -3 K
e

Here 1s an exampgls
1

f one intern's worx statement
which tr

ated leadership.

PROFESSIONAL BACKGROUND

Administratiocon

Currently directing naticnazl Cocntinuing Education tech-
nical assistance contract fcr U.Z. Department of
Education. Responsikle for overall administratinn,
development and field testing of project materials,
planning and conduct of administrative training wWorx-

shops, and initiation of liair n activitles with
Higher and Continuing Educat. n professional associa-
tions.

Coordinated national planning contract for U.S. vepart-
ment of Education tc determine staff development and
program informatic:a needs of Continuing Fducation
professionals. Responsibilities included supervising
researchers, writers, graphic artists, and support
staff; developing bimonthly information bulletins;

ERIC
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researchiing ané producing cocoklet= Hn SUCCES

2
grams; developing and conducting retional briefin
I

1
th
[
R
[YOR®)

=nd maintaining a wide ra
¢~nrinuing Education field.
A Iministe

~rea. Responsibilities included -reation of starf ana
-rolunteer training programs; development of an inter-
agency human services information dissemination system
£~r the Greater Boston Area; recruiting and training

staff.

red social service agency Ior five-city

~reated 2nd directed public speaking committee for
-ommunit orsanization. creited network of medical
consumer self-relp groups for the New England 2rea.
Trzined and supervised volunteer staff.

Co-founded and managed independent Boston-area news
joarnal. Responsibilitises ircladed overall administra-
cion of editcrizl matters and production; development of
a4 publicity and dissemination network; design and
administration cf marketing evaluation procedures;
assignment arnd supervicion of reporters.

Coorédinated and expanded Community Service Curriculum
for 250 public schools. Recruited, trained, and
supervised youth and adult staff.

Sirected sccial service agency <amp. Responsibilities
included publicity, creation of promotional brecchures,
rrogram design, administration, staff hiring, training,
supervision, and avaluation. Upgraded safoty procedures;
increased enrollment 25%.

L _aining

pesigned and corducted develoyment institute for adult
education teachers in Federal Region IX (California,
Nevada, Arizona, Hawaii, Guam, American Samoz,
Micronesia, and the Trust Territories) focused on
innovative techniques fo: teaching English as a Second
rLanguage, Adult Basic Education, and teaching 1n &
multicultural environment. Responsible for product.
of materials and evaluation.

rs part of a national team, designed and implemented
s-aff and member worskshops and conferences for social
service agencies in the Fast and Miswest. Created all
training modules. Module topics ircluded: client needs
assessment, program development, fiscal management,
creative use of confl. t, decision making, creating
information systems, and planning staff development.

16 £



Conducted WOrkKshons o o lfective reporting, researcn,
roruitment of olunteers, and information networkirg
as fooegate to National Print Conference.

Planned and conduzrted training for staff of university
r

women's cente

Taught seventh, cighth and twelfth-grade Englisti and
Women's 3tudies in puklic ¢ " i; coordinated volun-

teer teacher alde services.

Writing

Edited national bimcnthlw Continuing Education bulletin
focusing on successfu. :ogrammirg, staff development,
administrative developmen+ts. Contributed to monthly
project re: -ts and final recommendations to U.S.

Departmeat of Education.

for prc ssional develcp-

Created curriculum mater:
ment and community service prodrams - sublic schools.

Wrote program services pookelt for ss
to be supmitted to the United Way for
determinaticn.

Designed and wrote ccpy Zor social cers weoa -5Cy "=
motional brochures.

Edited monthly newsletter for cocial 527V 2 ».-ncy ~nd
community organizations.

Orgqanized written documentation for satlicia: ~ L.t
, and Violence Agailnst Women

(21

Conference, Cmaha, Ni
Conference, fan Francisco, CA

Developad program scripts for weekly radio show cn
WBZ,/FM, Boston, MA.

Develeoped prciposal that <! ~2ined funding for news
journal and community actiln group.

b(j
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trnject Director, CETAC (Continuing Education and
4:-1]1 Assistance Center), Far West Laboratory for
rimnal Research and Developrent, San Francisco, CA.

1

Consultant, Region IX Adult Education Consortium, rar
west Laboratory for Educational Research and Development,
San Francisco, CA.

>rogram Consultant, Amarican NJatioral Red Cross,
3urlincame, CA.

administrator/Staff Liaison, women's Center San Fran-
~isco, State University, San francisco, CAi.

District Director, ({administration and staff development)
Camp Fire Girls, Hingham, MA.

National Trainer, (program Zevelopment and training)
Camp Fire Girls, Denver, CC.

Fxecutive Manager, Sister Courage Newsjournal, Boston,
A,

Teacher - seventh, eighth and twelfth-grade English and
women's Studies, Millis, MA,

hssistant Marketing Manager, G.¥. Hall Publishing Co.,
doston, MA,

EDCCATION

v . Candidate in Interdisciplinary Education, San
Francisco State University, San Francisco, CA.
Syecializing 1in development of educational programs
for adults.

2. . Enclish and Political science, Regis College,

wWeston, A,
Exchange rogram in English Literature and History,
‘niversity of London, Lendon, England,

~rld Titerature Program, University of Massachusetts,
' orst, MA.

=% IHING CREDENTIALS

Marzacbusetts, Secondary in E ..1ish and social Studies.

F.J

~rnia, Ad: o Degsignated Subjects, Lifetime Clear
' 3

~sn; 3¢ .al sStudies and Jcomen's Studies.

o

-+ :a, iCanc .ante) in Secondury English and Social

Lt

‘r
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Note that tnhis individual organized and directed a
newspaper, co-managed a community health center and
social service agency and was currently managing a
dissemination project for FWL.

This person did not have a master's degree but clearly
showed leadership capability and experience that was
easily equivalent to that academic degree, if not more.

Technical ~riting ability. In the field of educaticnal
resear~h, technical writing is a must. The development
of writing skills takes much time and practice. In an
internship program which prc - .ies at most 18 months
training and experience, the i(rcéividual has to be free
to attend to the more critice!l aspects of leadership
training, i.e., management, political strategies, and
devclcpment of credibility in the field.

Demonstrated efforts towards professional advanceme:nt.
This requirement is related to the capability for
leadership. The same examples that you read under
that section would apply here. Essentially, this
requirement is ihat the person be assertive anrd
initiating enough to seek new opportunities or to
crecte them. Again, look at the person's resume
experience for evidence that the perscn has not
chosen a path which nas indefinitely placed him cr

her in & subservient role.

INTERNS' SELF-EVALUATICN AS A REQUIREMENT

The Applicant's Actual Request The follewing is an
example of the directive that is given to applicants.
They are expected to provide the information that is
asked for and to follow the directicns stated.

This is essentiall: the fcrmat for their request to
become management interns.

Write a memo of intent .0 the Director cf the
Internshi, r>ogram, stating:

1. What is your previocus experience, and ho®r
does it indicate initiative and potential
for assuming a leadership role?

2 Wwhat are your professional goals?

3. How do vou think the Women aud Minorities
Program micght facilitate your attaining the
skills necessary to reach your professional
goals?

49 (2

ERIC

Aruitoxt provided by Eic:



.. what do ycu think you might contribute to
the crocram?
~ - o: VWL project Or Component dlrector
. ul: pe willing to sewrve 2S5 yCUr SERICT
ASe v, and rriefly sToCe vour reasons cr
th choice.
4. Attach your currenh res:ini.

viring the potentizl lnterns O state thelr
ces them to show how much credit thev take £
N

Q
A

what they have done for rhemselves professicnally.
neir writing alsc demonst::tcs the clarity with whiuon
they are pursuing gr r.f2ss-onal goals. The 1ideal
apwlican. would know to wrat extent he or she nhas
sdvanced him or nerself & what he or she has ©o
offer the program.

Statement of Previous Experience. The applicaﬂt's
ability to state their previous experience with clarity
and self-credit indicates the potential for leadership.
It reflects confidence, clarity about their success 11
orevious work and the implications for their future
cotential in their field.

I was hired as Prosect Coordinator for the
-ntiruing Education Technical Assistance
At-r in January 1979, and after demonstra-
rion of competen ' was moved to the rcle of
Project Directo: In the secund vear cf tre
CETAC contract, the principal irvestigator
is operating in a minor advisory role, and
I am fully responsible for all project
operations. Aactivaties of the present con-
tract include: planning and conducting two
;orkshops on prodram evaluation for state
Title I (HEA) administrators; conducting
four regional workshops for deans and direc-
rors of Continuing Education on program
marketing; field testing criteria for iden-—
tifying successful Continuing Educaticu
orograms; producing further issues of the
bimonthly CETAC BRIEES, expanding the number
of programs covered in each issue; updating
the Community Services and Continuing Educa-
tion Program brochure; establishing liaison
activities with selected dissemination
agencies and Higher and Continuing Education
associations; and researching four booklets
apout successful Community Education procrams
in the areas otf: Women; Mirorities; Handicapped
and Alternative Energy Scurces

o 50 X
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PR N A

lon Associlation, the Werlcd Future
ifornic Community Colleges

: u1ng tducation Association, and the
Jslifornia Cormmunity Colleges Services
Assosition. [ alsc participated in the
rational Networking Scminar sponscred by
west Regilonal Laboratory and the annual
mewting of the Anericar Educational Researc!
Assccation.

Prior te my association with FWL, I taugh=
cublic school, created and managed a news-
paper and co-maraged a community health
center and socieal service agency, as noted
in my resume.

feossional Goals. The applicant's ability to state
s0als in a clear manner demonstrates ambition, fore-
siqhe, and clarity about her future in the fisld.
.'-‘,,

The following is a sample taken frem an applicat:ion
to this program: .

- Cemplete the CTTAC project:

- producing r:-quired deliverables and making
final recomrendations to the U.S. Departmer
of Education on technical assistance and
information needs in Continuing Education,

- szeking continuation and additional funding

as appropriate;

o Recome principal investigator in a Futures
Irvention Civic Literacy project:

- helsing oider community women to become
1nvolved in shaping the future,

- combining my experience in planning adult
srojrams, assessing programs for older
e

Sdulte anl research in futurism; or seeking

=1 v
£ f)‘
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funding for another project in adult or
continuing education;

« Broaden professional contacts with higher
education associaticns - particularly as a
L panel member at the Meeting of the American
Association of State Colleges and Universities:

- offering workshops at tne Third Annual Meeting
of the World Future Society.

- exploring opportunities to work cooperatively
on projects with professional Higher and
Continuing Education associations;

» Cxpand contacts within the Laboratory:
- tapping in-house resources and skills,

- consulting to other Laboratory contracts
that could use my expertise;

Hold a public forum on Future Projertions in
Education co-sponsored with the University of
San Francisco:

- provide inc sed community visibility fer
the Leboratc. /;

o Complete a Master's degree in Interdisciplinary
Education:

- specializing in creating learning opportunities
for adults;

o Participate in the Women ané Minorities
Leadership/Training Program.

These professional goals show that the applicant plarns
+o work on her career development from a number of

different angles and that she mentions here both long-
range career goals and immediate specific actions that

she will take.

Ability to Give and make. Given next is an example
of how or+~ applicant to the W&MLP responded to the

guestions about how the program would facilitate her
attainment of her goals ind what she could contribute

to the program.

52 (;&)

ERIC

Aruitoxt provided by Eic:



O

ERIC

Aruitoxt provided by Eic:

"sr.ile I have published varicus 27" icles of
~uclal and political interest, my R&D
sublications are limited to these indicated
;i ovioe attached page.  Thus, I would like fto
vOork with Paul Hood and Bela Banathy 1n concep-
tualizing and completing research documents.
I also hope to work with Paul Hood and Paul
Christensen in conducting a formal project
eavaluation. 1In general, I see the active
rarticipation in this in-housc program as
an opportunity to wor’ more clasely with
Laboratory staff.

Because of my varied protr ssional background,
I would come to the program with skills in
training, publishing, management, and group
dynamics. I have worked both in hierarchies
and in alternative collective structures.

:t a local university, I was part of a mediation
am chat dealt with administrative/faculty and
stude nts disputes and have contributed to
develoring technigues in futures forecasting.

~he fact that the Internship Program is still
ieveloping is important tc me. I o interested
not only in creating my cwn learning plan but
also in sharing my varied skills +ith other
program participants.’

e
This applicant is very specific abo: she will use ( 35:% 777
the program and is confident that r somethirng to & !

offer to other interns. \A <&/
| PO AN
Selection of an Advisor and/: Mentor. An intern shows (7 —="
initiative ir seeking an appropriate mentor fcr her/ ) ‘7;?,-{;: .
himself. Thcse who are shy or diffident about asking - "/ﬁ\ /
someone to work with them over a period of time alreadv ;széﬁ;“*
show a weakness in being able to assert themselves. ; 7/4;y
Their being able t» ask another person to become a J;;;Z;L/’
srofessional mentor takes courage which is derived . ////

from seif~contidence.

The other aspect that is esiiunated is the applicant's
reasons for selection of ar adviser. This is related

to the applicant's ability *o »"ke an appreopriate self-
ascessment. They need to seisct somenne with whom they
can develop a professional relationship based cn mutual
respect, and who can help them asress their strengths and
weaknesses. Ffinally their se:zcrion needs to indicate
scme awareness of the advantage they have in working
with their chosen senior advisor. Those wnhno choose
someone i a position otf influence are moce likely to

6./
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e -~ecommenced for new positicns or ¢pportunities.
reness of strategies £
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ASREEML T To COCPERATE IN THE INTEENEHIP FPROGRAM

Toe weatenoial Lo.terns need to KNow wnat they are
_t1ine ‘nto. The following ir a brief statement c:t
©: expected -~ them cntc tiey berTne irtorns
siy ovelps to maks clear that t..py are ey T to
v ei . % teamwor - relationsghilp vith o°ler interns
- +iLat the program 1s »oT 31Mg: ) means by Jhich
+ s can get tuition “.r coursewor . and conferences.
A lle ambe muss g _«3"7 to adhere to the
SLlocatlng T Da e Tenent s
1. ihev —ust att v regular meetingds.

2. rney nust foraulate an individuo® program
of learniig to include self-assessment
and working with advisors.

They must complete documentation T
progress.

4. ™hev aust work cooperatively with other
i: :rns by sharing their efforts to
f mulate their individual programs
and methods of learrning.

5. They must have the appro- £ the PI
or project component director to adjust
their scope of work tc include program
participation.

- ovilARY

This section has provided you with a stey ~=by-step
guidarnce through the procedur:: by which an appliicant
makes known that they want to be . management intern.

{1he comments following each ci the subsc T ions,
observations are made t indicatr what the committee
looks for as evidence of leadershiy potentic..

If your instit ron is in the private sect.:., you
would only need to translate the requirements to
those trhat apply to your business. For example, the
arez of professional goals, a corporation management
intern might indicate that their (oal is to develop

54 -
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an expaniing marxnct whuich
2 sourcs
Ciee. Same puercon’s rosume could be oexamlned for
ovidence of hav:ng contributed to his company's

imp.ovement in production or marketing by develcping
2 specizl project or working with ar =ssistant to
someone who 1s already a success:iul ar.,

Similar examples can be made for evaluating a
wotential administrator within a schocl system.

would sinply translate ths regquirements and
_suderce into those which apply to school principals
or administrators. For example, a teacher who
undertook coordinatinc a special program for
educating parents on a schoolwide basis would & .ve
demonstrated the ability to coordinate the efforts
»f other teachers, materials. contact with parerts,
and administer the succecssful conduct of such a

program.
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The Program i.. Effect




FEHOW

INTERN PLANS

1 -
Plannin

a :
about shecrt-term goals. It not on

1 -} e e - PR
15 the means -, w.Lich 2n nTtsrn Tan o

= 1

I
1S a means oy

whizn to enable the mentor znd the interrn to sommuni-

cate with =<ach other, but —cives the intern a be

management practice, manauing nim/herself by

ing objectives, rescurces, and steps to achieve thosc

o
e

.

Irc tnis

wrezSente

secticn, an ou- line ¢ the areas of skills
lge. which interns .ave to acguire 13
s actual dialoguie between mentor and

.neern o oxemplify the process of determining

..~ iwes, and exampl- 5 of actual plans which outlirn-:
Wals, aclh w25, rescurces and methods of assessing
Relr G b © are accemplished.

¥ A*.Ar"; n L JR

ERIC

Aruitoxt provided by Eic:

s ow from the beginning what she/he
o Zdemonstrate by the end of the

5 be certified - - having successfully
ip training. At FWL, the following

- Loun from the wWaMLP.

Arec of Expertise
Xnowledge of specific subject matter or
sue exper-ise, for example, women's
-juity, desegregation, reading instructicn,
ilingual education; or skill expertis=z
for example, research and evaluation,
dissemination, development, technical
assisztance.

Jject Manac - 2
Management of a project ox 4 si f;ficané\\
v -ion of 2 project, intluding: ™
4. planning: determining sco-~~

work, deflining tasks, sched ius, |
personnel and resources.

b. oepervicion: defining, &531gmn03

‘and monitoring staff roles ¢

responsibilities.

c. communications and repor-ing:

ﬁu”mr#ﬁ\
.
]
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<. Irantsmanship
“nowlaedge of appropriate funding
strategies for obtaining funds from j
state ond federal agencies.

PN

sources,
9]
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[
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I+ is the :ntern's job, together with har/his advisor,
¢ review these requirements and to ask her/h’mself:
"How much of this knowledge and skill do I al:eady
have?" and "what evidence do I have to show that I
don't need to relearn this?"

w%.+n these + .o basic questions, the «lv:=:_ v and intern

v then in positicn to assess what areszs of
“nowledoe ant _trencth the intern already has and
which are those that would need to be developzd through

rrogram of activities.

THE al VISOR AND THE INTERN WORK TOGETFER

The advisor and intern are
the, 1ike, butone reguired

free to meet as oftcn as
time is 4t the beginning

of each quarter. This is called "quarterly plc 1ing”
and is :ntended to give each of them tne opportunity
to agree on what the intcun needs to work on and how
cli-/he will work on it. Tw:e examples are provided
here to give you the opportunity to compare the content
»f each intern's quarterly plans with ocne an~ther.

The first includes the dialogue between advisoy and
intern to give ycu an icdea of how “hey arrive:d at the
subject on which ti. int.rn would concentrate for that
guarter. This is follewad with the actual outline of
the plan which is suimitted to the project dir«ctor on
the form that you will see.

The dialegue petween Barbara and her mentor, Bet:
wWard, that you will see below 3nows the sters in the
3iscussion that they took to rovicw Barnara's previous
.xperience and already developed skills. Thoo descrips
{ion of the ¢x-hange betw.rn them schcws t ToSs Ol
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SE S ImenT lentiiicatiorn ol resocurces ard o thio TIinul
sUr owing icwrn - the crnolces which leadg to Zariara's
wr.Tong tuer puarterly plan.

ettt Refore we talk about what you might do

ir -r.s quarter let's look at what
vour gualifications are now for being
a principal investigator here in the
Laboratory (a PI 1s a designation

w :h au*“"orizes a person to write
grants a.. . proposals fc ‘unding and
to direct prcijects).

Barkara:  What are these requirements?
Bttt/ You have to have an MA or an eguiva-

lent in experience, previous management
experience, experience in writing
proposals, and an area of expertise.
Let's look at your resume and then

you tell me which of the gualificatiins
you can m22t already.

arir-r v experience I have a lot or.
rected a newspaper project in Bos:tz
g

M

o

ana
b

n
d
coordinated social services agenc*
and I'm now in charge of coordinzti g
and directing all of the functions of
CETAC. (pause) Educationally, I have
all the coursewnrk done for the MA

in? have written an outline for my

t: sis so I don't have the MA bui I
have eight years of experience in
eaucation and of working .n inrcvative
projects in education. Docs that or
would .hnat meet the rejuirement?

HoF4

Retty: Yes, I think you're all right there and
the management experience seems to be
adequat. even though it's not in the

fi2ld of research and dev~lopment direc..y.

. .:sare:  Areas of expertise (pause) ... I have an
srea of expertis> in corcinuing educatiorn
but I'm not guite sure that that's what
I want to do in the long range. I'm
interested now in fulires planning and I
kncw that I want to work with community
put I'm ot sure in what area.

well, I think that you will ..ave to maxe

v 3 -
up yeur mind before you co iloi your
internship. But I think tlit “3n wa.t
and may take a little more time. How are

vou in the writing area?

X}

{ <)
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<
ubli a newsletzer, anc <
cted the project for & newspagp
c:n‘t know proposal writing. I
ittle in the writing cf the curren
croposal put I don't know that I could write
a whole preoposal right now without more
experience.

I
.
i

Well, I think the fact that you zre ..irecting
a project now and doing exceptionally well
with it makes it clear that you're capable

of the ma..agement ever. though you don't have

a large staff. What it says @3z that you do
get the tasks completed and .7 kncw how to
sev creur timelines and to maintain the coordi-

nation with all of those sites in order to
purlish ycur newsletter. I think you should
concentrate on the proposal writing. If you
ars going tc become a PI or a manager of any
kind, especially in kuD, you will need to be
aple to write a proposal or definitely know
now to conceptualize it in order to direct
ctiiers who may write pcrtions cr it. Is
working on proposal writing something you
tninh you want T¢ 2o ¢t this time?

to toll you the cruth, it scares me but I
= ww'l start ncw but with the 1dea
an cu=line =4 not a full-blown

fiew do vou wont to go about this?

well, the first person I think of is Chesca
who works in Lisa's program in training
others in proposal writing. She's also an
intern and I would like to figure out & way
of working with her to learn about proposal
writing. I also krow that there are wovrk-
shops that are given outside of the Labora-
©nyv in proposal writinrT, and I understand
the grartsmanship center has a four-day
corcentrated workshop that is said to be
pretty good.

Wht not the workshops that are proviced by
he Laboratcry by Lisa's project?

- tvhose are given in other parts of tihe
-~ untry right now and there aren't anvy
smmedi_-ely being given around here and
v1at, I think I need more than two

asldes
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Sallalas

plan.
of the goals
resources,
resultcs.

Well, I can understand that. Mavbe you
zan work out some individual contacts
with Thesca in the ccurse oI the zuarter.

That's what I nad in mind. What . chink
I would ilike to doy is to talk to £
(Project Director for the W&MLP) and
see what he recommends in terms of
conferences or exXperiences that are
ffered for proposal writing. Specifi-
ally, I'll ask him what he knows about
the grantsmanship center workshops. And
I tnink I would want some time to play
arcund with writing a proposal outline
and then attend the weckv-long workshop
later. Then tc see wh=. I have and then
to arrange to meet with other people to
g forward with it.
cod sequence. I
t to the point
< seems like a
gonod one to vou, I'd be glad to review
it ani give you my comments. In the
meantime, o might work with Chesca on
the develcwment of, and/or cther people
who are experienced in oroposal-writing
hHere at the Laboratory
who might that be? I can think of a
courle - Matlilda Butler and George
Rusteika.

Yes, Matilda's quite good, and I v»ould
to ci.eck th . evaluation part of
r oui - .-.. ~"ith Bob Spots and Bob

(

E}l

<

e

u
Petersor..

Rarbara subsequently wrote and submitted her guarterly

Thisz

is formatted, as you will see, 1in terr:
for the quarter, the activities,

timnlines and methods of evaluation

vy

60
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AL Taxd gxtsen nel

.ublished several articles in professional journa
iptlv demonstraved her writing sxill and that she
rad devalcoped two arcas of expertise but needed

crounding cut in experience in udget manageient and 1o

ea of evpertise in which she could be

~haosin =
zhocsing an a

-
<nown in her field. Other subject avreas in which
she needed further developrment were proposal writing

and knowledge of funding so..:Zes.

rney decidad that she would “/rst rounc cut her man-
icement experience and explor: soth areas of expertise
irn order to decide which one <o develop furtner.
sither special education for the handicapped ox
rilingual wducation for the Hisparnic student.

ler quarter

iv p : shows the three ~-als and the means
il. develop furtha k. ~ledge or the

cr:
oy which st
tkills.

JOMPARATIVE OBSERVATICN.

als to Eurbara's

. that Minerva identified three go

> “he purior dces nct matter.  What cdoos matter is
i e acs=ivie.os and rosources are complete enough
ORI S ST lha:n hat she recded. Both

nerolealr g from partLClpatlng in conierences

workiae Gircectly with other indiwviduals, i.a2.,
Lesourse people from FWL.  Barbara includes getting
i3ssistunce frowo a fellow intern, Chesca, who has

axperTise Ln proposal writing.

dne of Min .rva's activities for learning budget
nanagement 1s n analysis of thn internship program
sudget which includes funding .o her own interrship.
ixamining a budget which includes her niakes the exper-
ience mcre meaningful in that she is fimiliar with

‘he nature of the program and can make more ass~ciations
Jshen examining the whys and whereofores cf the alloca-
-ion of money withir the project,

e
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interns are cn thel: Twn TC
7 the projec. director .g

~onferences, for getting further information on

particular subjects fyom the research library, arz

3 -

the help oF

for obtaining the needed funds for travel or I7y pay-
ment of tuitions. They are primarily on thelr ownh

to complete the activities ard to schecdule
-eetinas with the advisor or project director
interns learn best by frequent cor tacts, i.:., hal
hour to hourly meetings twice - weczk and others :.:efer
5 meet with their advisor conly wrzn it is required
:.e., guarterly planning and revios meetings.

~
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INTERN MEETINGY

_iL
Intorn meetings are held cnce - .wonth
of xee . ng the membership informed of

for tr.
current

e
al v

=VentTs,

i.e.. new funding, legislaticn which effects direc-
tion or research, for discussion of concerns interns
may have about conferences, training requirements, ¥
decisions which will be made by the coordinating
council which ziZfect them. While these business
1tems are agenda ilssues that have to be dealt with
on a reqular basis, the most important reason for
having intern meetings is to snable each of them to

iearn and give support to each other.

As you saw

fxr-m the previous section, each develops their own
iniividual plan and proceeds on their own with it.
Although some include workir~ with each other as a
means for their developing s:1ills, most tend tc work

individually, ané in isolaticn.

NATUr D OF THE MEETINGES

©ach 1mters 1S encouraged to Lring ul
1z3u0 . <r o2noerns or reports that

=
teertal: te thelr training. In doing
h o7 them nas a chance to tane
complivs.ments, and

S¥stel
credit tor theilr a
Q

to give ldeas Lo

ship skills. They learn from cach
other how tc use resources, how to
figure out the political st tegies
for working effectively wiinin a
given situaticen and about sources
of information that they can use.

oy
{:

¢ best outcome for these mestin
.s thac each »f them find eas: 1
seeking each other out outs! G
meetings te help themselves :
that they use the meetings as a

c
ther inte: ¢ regard-
ing hew they might acguire new leader-

forum for learning hov to cope witi. problems in

“rv.ir ‘ob and for rising abbve the problems uand
1szsuming contrel of the situation.
S5 OF Mi © D CLARIFICATION
Zften an Lie tain about the limitation:s
that thei: ool I an wem oy delegating
54
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o5 to them withcut the authority to use their

no-urces. One in-.rrm used a meetind to discuss
whet sne could do to cope with a task that was
assigred to hei. She described to the group that

e had peen assigned the task to head a group of
four professiop::l peers in the production of a
position pasper. The problem arose from the fact that
while she was given responsibility to head this group:
she would receive no backing from her supervisor when
‘»me members failcd to turn in thei: portion of the
~itten materials iccording to deadlines. The group
nelped her analyze the politics of the situation, that
some in her c:signed group had a special and personal
relationship =o her boss which gave trem more author-
ity than she b3, They helped her to see that she was
in a bind, that is, that she either did all the work
nerself or suffered the consequences ~f rchallenging
these fri-nds of her boss for fziling to meet their
responsibility. She was essentially given responsi-
bility without the authority. She learned that there
is designated power and there is existential power.
She was designated as the head of the group, but in
fact, those in the group had more power than she by
virtue of their relationship to her boss. Confrontin~
them would have cost her suffering subtle harrassment
:nd ostr.olsm.

WHAT IS DoNn INTERN MEZ I INGS, SOME EXAMPLEL

Minutcs of actual meeti..gs are presented on the
following page:. . This particular meeting is an
sxample of a workshop on the subject of suuarces of
funding in federal government and from pr.rate
foundations. The second in command of Far wWest
Taboratory, Betty Ward, gave of her expertise regarc-
ing the nature of funding sources and what it tekes

to solicit proposal funds. An intern, Chesca Piumna,
also presented information on the sources for learning
about *he kinds of proposals that are peirg funded.
Chesca's expertilise was azuuired in her job as a

train .- on the subject ¥ .-itin. successful proposals

fAr womer's eguity projects.

W1
o



WOMEN & MINORITIES
LEADERSHIP PROGRAM

INTERN MEETING June 6, 19ED

»nt: Nal, “Yran, Amalia, (he=cs, Barbara, Davida, J.3 mn, Llsie
Sandra, Alma

from the Qukiand school
seiected from eleven

Nat iriroduced Alma Williais. the rew
dlstrice. “n evaluation specialist, Alna u
aprlicants 13 Mav  1980.

Sir : Lle purpose of tha meeting was tc ztain informaticn on sources
and politics of funding, Hat gaw . brief ~verview of the origin of

e womer and minorities progras

C.msca th+n presantec information on how the covernment scilcizs fer
funds, and what is :nvolved in responding to reguests for funding.
Ci°*inguishing between grants and contracts, Chssca listed informa-
tI°, sources pertinent to each, and briefly described the usefulnesc
z{ the documents <.tel: Cata) jue of Federal Domeswtic Agsistance
Cataiogue of Federal Asgistance Prograns

Feleral Register

Commerce Business Deily.

the finezl WEEA Regulations for 1980, Chesca than showed how to
“ederal rsqulazions prior to submitting a proposal. emphasizing
ions on evaluation criter:a, ei:zible applicants, definiticns.

ect

udg {Pather than detail the :nfornaticn presented, you are
:efeﬁﬁ_o vol. 1: The Guide. p. 13: 16-17 for details pirtaining %o
these documents.) Chesca concluded her remarks by stressing the ir-
portasce of buliding network centacts in one's marticular field as

an essential source £ i1nformation prior to subr:tting proposals.

JQatty wWard jclne< the group at this polnt to present FWL's funding
1cy. Che spore informally, and focuse' on the following: 1) how
finds out abour funds:; 2} which agencies in washington are
forzndatisns fund education-

TWL
education-criented, a.nd 3) which private
oriertad Programs. A summary of her cumments 15 attached.) DOr.
Warc remarked that two essentjal fac fcr persons wishing to
secure funding are to Adevelor a nat: reputation in an expert:se
areua. and to prove project management _cpab:lity. To thuse enas she
advised the interns to bu:ld the:ir exp-rtise area with an eye toward
the "high i1nterest, varied capab‘lity” approach, and to ask :or op-
porturities to manage in tha:r projects sc as to test and develop

t! iar credibility in the vital atea of program management.

3

A surrrire visit was paid the group by Mike Wehb, formgr intern, now

studyin~ ter his doctorite at Columbia University. He is workirg there
for ERIZ, comprling a handtook on technical assistance aGencies 1irn
MNew Ycrx Tity. and zpparently quite hap;y in his new efforts.

Hw :WL Finds Out About Funds

The least productive, .St Orcanized way is to monitor the Commerce
Susiness Daily and Federal Register daily to find vhat RFP's are of interest
to FWL. A system has been devisad ~herein an RFP is identified and ciyculated
accordingiy. If no PI shows interest. it is dropped. If interest is shown,
a list of those intererted is kept. Betty Ward chouses one p<rson to be
primirily resporsibie for developing the proposal from this licgt, and
marshallg others as nezessary. There is a budget for proposal development:
1% of the first year's funding is aliocated to put together the project and
the proposal. This money does not include senior staff time: 1. is for
writera. editors, typists, etc. The finished product is reviewed by an
FWL panel, according to procedures established for this purpose (see the
rreoponsal procedures book in the Proposal Conrdination department).

ERIC

Aruitoxt provided by Eic:



., .v.ve, more relevant oethod to

.n mashington sc o as O receive 0o

—..cized. This .nuolves prodind
ronts of gualification as to Capakility
Some of these agencies with whe™ Fwl o
non-school districts:, +SF (unsolicite
ea). and the Deparczment ct Energy.

“ve mogt produciive way 18 to be 1nvoived in shaping
takes maximvx cfforts, and dependr
st up sver a -eriod of time.

Sener ways FWL .z funced:

- by being & ub-contractor: FWL 15 st & olicible z.dder. but
wants %o pe "torm ttu work; a8 ©On7 ¢ Yormed, and part
the work suboed to TWI.

- by builld » € e WAy .rtO a mBJOr ..~ .ntial ares for funds,
1.0., e agle . D+ % Lircugh 1NTtENSE NETWOrking.

tote furding 18 Julsticrable area, as there are considerable
~roblems with flowthrourh federal poney: 1t 18 restricted to & par-
ticular kind of jab, 4and tue 4ter I8 very slow at remuneratiin for
work performed.

Auencies in Washingqton - Fducation Oriented

1. Department of Education

2 Nationel Science Foundation

~inimel Contact
-ir external
radividus .

3. Nationa: Inadtctutes of Me: mal Health
to date: thay ac ntraracral reazarch,
-eoear : .S rigorously eve iated. At .. Of “undi.g:
jrowth « develorment, counsel:ng & guidance).

4. Derartment of Labcr uth employability)

Depariment >f Agriculture (FWL hag minira. contact here: they
“wyve extenyive Ltaff deveiopmant [ <oy

nk & 2AS (imtermational edue.i.on program developmant

P11 .ate Foundations -  Tducation Criented

~n.5 sort of funding depends on person-to-person contact and the
of the founda:cion person responsible {or cranting the fund;.
;- ounGc . .Cltec Propinal to a fourdatzon is ur.ally ~t wo.-th the
«ffort. Foundation: usu-lly charde from P tc 12 percent Overrnead

jud

iel-1 8-
Some foundations and tvpes of programs they fund are:

1. Spencer .y:antad Stanford funding fnr research on .-guisiticn
of sex roles; fund "ascteric” kinds of projects)

2. Exxcn (grant tc higher ed., including teacher ed. and £ine
arts. Regional officas: limited to local aress of NY and
Houston)

3. Lilly f{cer  :ved funding to religious cclleges in Indiaia
for next <. .cral years)

4. Mott (comranity education)

5. Kellogg {reqionai; Lynn Jenks knows thelir funding priorities)

€. Kennedy & Rosenberg (handiczired)

7. Carnegie (community or higher
e. Ford (not funding recently!}

%. Bay Area Foundationg

~ §, F. Foundatirn

- Bank of Amrrica (550k-5100,000)
- Standard Ol [ o)
- Lev: Strasuss (under 575k}

o}

o

o
g
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WOMEN & MINORITIES
LEADERSHIP PROGRA. 1

Sune ¢, 198! kenort . DeAnca

g, 1981, & mecting was held at Berkeley sSchool
11ff Worg's - :fice ronference recm.)

rnsent: *inerva, Chasca, Sandra. Llsie, Marty, Nat

HSENDA: . Pevicw of Fro,ram Completion Reguirements and Exi1ting Proce wres
UpJdece on ‘ndavadual antern activities
i.tics o1 sarvival and stratoegier for mak .o it an the system.

us e

Au. -s. Jevizwed prc- ~ompleticn
in~ Council. Duacstic.ed and discu
hesca related

2}

m

¢

ot

I8}

(84

]

"

Lt
oo
+ 30
J s |m

ct

be

G & pooposal for Fwl.

talk<+ ro Benty, the Deputy Lirictor «nen she was planning a .rip
ton, 0.C. GShe showed Betty evidence ot censive ~xperience T 3pec]
iucat..n, .1 told her that she knew sor.z funding sources and wanted U7 Kno
other pecp. to contact while there. Betty gave her an OKcy to represc FWL

whiie ther. This impl:icitly gu~lified Chesca for writing a propcsal in cpecial
ouid she herself locate vhe right funding source.

wash

LT 10N

edu

rn

We .- .lyzed her me nzd of qualifying tlicough a joed proosentation and use o
ropracte information. Ir summary Chee

1. gave informaticn regarding her rience in .j..:al education.

2. guve ev:idence that she know the proper peopi. tc contact. and the

proper funding wcurces.

3, Jdemonstrates initiative.

4. showed knowledge of the poliitical structure in washington, D.C.,
1.e., prope: contacts.
5. had identified funding sources and spche xnowledgeally about them.
Lher factors ‘- -t were in her fav. . «cre that:

in the field of special education.

~here wercn't anv other competitors in the Laporatory to write proposals

2. Betty knew that Chesca had experience in training protessionals i1 the
art of writing propesals and aszumed that she would be carable of
writing a fundablc proposal hercelf.

v
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s couan enrdel with the ccnclusien thac
intern's gualnfice o.on for graduation wWou -
rector.  Some leeway for the hcwing exr

ot nzcvided in this way. The: wld net -
LTl 21 wraters by the Labcratory.

~ne 1nterns had no guestions about - :on, bul some on writing a
wuc.-ut. Chesca has not written 4 budge- :rrently monitoring expendi-
<ures of a $400,0C” project. Minerva, _-tant director of a spaClel
~ducation program 1n Berkeley has ealso AL - a budget. lat mentloned
tnat special arrangemoer’ ~an be made fi. the i _¢ to have the experience
of preparing a budcet. .. .5 cculd be dcne b, writing a port.iorn of a proposcl
Limp iy o the experioncce.

We briely discissed - d fc- 1 professicnal follio. It nex not be a
-hore, butr simply & syste. o3I p--:ing the infor-stion into a folder for [ .er
foatiorn. Nat menti.ned thet he would like tc < view their accemplishmer o

g £ 10 as well.

cake what easier and to provice a Cul ..

~ .. 1i.terns had nG gquestlons .Lout oL.o=r regulrements listed.

Bz

. on Individual Intern Activities.

~he mestiny focus shifted to report wha+w hacd been happenind to each intermn.

crocject. Tne project directer
{13) seeking other 73%s.

l.scussed tie

v

roicll o ani. the c.rre
Ioespc . wRpe  that to but that's what the  -re

Joedca 1S agq wwell, but o--asionally £o. .z that her success 18 unraeal.

he currentiy onishe? the reg for the year and ToOx credit for producar
i ® heirng evaluated by pUTIInT .-
han for its content.

Moot o Yool Lo+ ¥ hoting written o a proposal that wes fynded for <7,
and for ..aviig C.o co \ ir-se -ice day tor a large group of teachers to

™ e nt e s, She was complimented by
. v pi 1 sent and effective. Sne's now
“ne 1nformation.

Mirncrva asked for {ce ~n en=ecring the Field Institute, Pn.D. proeram.
nesca advised anainst .. and saié ‘liat Minerva should stick with a recc uized
nivecsity such au U.C. where “ir. .a has alrr-- v completed three years' work.
Chesc. feels that 1f HMiner—~ ¢ .7 Wwants to « .nything large in the field of
spec: .! education, ~he ne« .o nave worked with recognized pecple in the field
anc +rn the back. of a sree from a well-known university. Sandra was of a

sim;:iar inion.

Politicr f Survivan and strategies for Making It in the System.
The ..ceting concluded with the agreement Lo meet for breaklins
' .1k about politics of survival and strategies fr - making it in
M
t

agreed that that is a subject that needs 2 fuil period of

« on the 16th
t

ITowas

.tgelf. Micr was accomplished in only one hour < this neeting.

67



Meosirngs Cre nel . 3t The Dla Z2nut of
different i1nt r~.. Tals enz “her o
first hand where cothers are e [FUR
of circumstances that thev wor in the
process of develcning their lezdership skil':c.
T o, again, L1 . sameple of _n agande - za

intirns con~erns and achieveronta.

f/ﬂ\/ WOMEN & MiNOKITIES
5
7" LzapERSHIP PR GRA

INT R MEETING Septesoer 9,
Present: £lsic, Msnerva, Alma, Merry, '1t, Steve, Lmaella
The meeting was neld et the ! rand Boar: -f Education in Steve C's of

Steve prese: =4 resalts of the Oaklandé achievement testing for 1980 - 1981
s

and tvhen rev 3 some of the principal ideas in his bock on bias in

testing

{estimated public. date, Spring 1982, SAGE Publications). The achievement

1~ the Daxland Scn.o.. <howed an inoraaze 1n achilevement. 7Tnls is nct
[{E N The orades meastrz=d were 3rd, Auh,

s.3nirf::can’. differenc., but shows

a

2 i lltm.  The largest inc-ease - . o .he clemertcry graces and that may
expla the gresc ’ ¢--tcr war that oldcr kids are lesc
motivots? teoac tn2d-0f7 -he gixch and the exghth

Jracoes.
o3t A terTin:t v bioo i testing, e.g., he
i 1 .te children's sceove..  The

T o much I and achier :ment. ...2n the

L ores are matched for cups nn orde: to 1denti:; those 1items
e black children err =n. .: - 'ndicates that the it~m itself 1# biased

H of the white childre... /i oxample, "They gets t:o- hzﬁ they play

K 1

;." Because this mode of phrasing is comm .. to bizws chiz
that 1t is correct when to the white sam; ., it 1s not.

Alme described what she gained from attending the conference on managem: -t
people.  She shared that she
2 lot from :ealizing that manacement in business is not different from mana

wi... was primarily intended for bus.ness

ren,

they

.

gai:

ment 1in schools. They have similar problems of trying to motivate peorle,
setting them there on time, defining tasks and .et:ing people to meet cuadiines.

-

aiso cbserved that business corpor . ...as have - great nead fr n~ducating
their employees and that none of ther * ink cf obtzining the hely .t educators
to design their programs. It's os i .hey have to reinvent the whael,

She digcur-o4 scme of the status in Oakland, such as trying to tind a
superintendent . w that Ruth Love is in Chicago. she noted “hat her own status

15 that she is one of two or three black women in the state .0 are s

:n evaluation and who hav relatively high positions. She took credit

much she knows about management, the size of her job, her position in

and her chances of being promoted within Oakland School District. =7
that she does not do the evaluatio: portion of her work. She colle
data from all the schocls and the government-funded projects.

vouia als~s k. an opgortun.ty to talk abcul her own achisvenpnts

v o .alk about nhei recent pioposal-w. rur v lur oo JFO0,000 presect.

‘lpe? and proceeded to talk about how inuch she had lcarned ‘rom being
undertaking Lt

sibl¢ for producing the proposal and how frightencd sl was at

;CCL&LJ sts

for how
education
clarified
all the

hat asked
Che spiled,

resnoi-

init:ally. She used the consultant support of Betty teo help iv writing the

proposal. She tock credit for having the national contacti:s .

i having established

them even pricr to coming to Far West Labs-.tory. Now she hcies that these
contacts may pay off. She wiil know by th end =f the month whethar or not :=

was fwnded.

6 o .
5 : 5.
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lked about how much she nai jzc

It nelyped her tc put togetner
ving goals anc cblectives, and
.o masor leari..ng c=me from hav

Lopensizility witriit the author
the prcposal. Her beass exclud
1aned her a member tc her wroting

ard fcrocd

Her pose macreac the RFP and fcorce
tar:: whaether Wwashington
ifi1ed 1n e RFP.  This wa
yiv her ree

DY Sefs
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ngs alsc soerve as a4 means L. encoisaginc

and rz=iniorcoing tl involvemer o©f members frim
© . admini.traticr and of other resource pecple
Ml T « valueabl s to the procram. By preserting
T ©. .4 seminars in thase meetinc. cthey get
T .. ".e irnterns perscnally and have cac

Wit to give their best o thelr progro-
L. .uditien, Zo®h o intens and Tentors, and conmirn -
sorative stai:. porticipants see each other -: &
rotal svstern .ch playing their individuzl . .r 7.
Th nlps e increace the teeling of  camwork

~gful program.

are the

~oerns. The
rortance ol
g Zreo cach cther.

vig

{
S
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Lrogroam.

4ive o, a school @ sychologist, hal the opportunity
>f ap, i for an o.zlistant director.. ip of special
aducaTion in an adjoining schoel diszrict. She
rcheduled sevarai .~lividual consultations with the
‘roject Director whno knew the schocl district she was
sreparing her application statement i1 her strategy.

“liesca, another intern in the program, had fielc
sxpertise in special educatior to the severally
1andicapped, and Elsie lad been - nloyec sever .l
sears 1n the school distr: :t to wiiich she w.
ipplying. Elsi~ knew the politics, the indiv.:.al.
in administraticn and whether or not the jocb was a
significant or trivial one.

tinerv: scheduled business lunchecns with each of

-hese interns. From Chesca, who was ti.e dircc.>r of
special education in a school district herself, ste
idded to her own knowledge o special education.

‘hesca was alsc knowledgeable ab. uat whose-who in ti.:
special educat . field, both regionally and nationally.

ERIC
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Using these resources plus her cwn harc work of
preparir3 and being confident of the ten years of
experierce that she had had relatec to special educ
tion, enabled her to get the job.

That examp.e showesd the use that interns can make o
each other for short-term advice. From this common

cxperience of developing lcadership capabilities,

3 grow friendships. The following example 1s ont
ich thise two women not only developed a pro-
ior.al support relationship but a personal and
This is best expressed :n

riendship one as well.
Barrara's own words.

BARBARZ AND CEESCa

My per:zonal aad professionzal friendship witn
Chesca has been perhaps one of the most valuable
~u-comns of my participaticr in the internship

ezt

2
Hearing that Chesca was applying for admissicn
into the intern : Hgram, I went to talk with
her about her mc- . atic ; and what she hoped
£o gain in participation. I spoke alsoc to those
who had applied and had been turned down, alumna
of the program and the program directo- . After
I decided that I could benefit from operng on

-n 1 suggested to Chesca that we help ne
anc . aer with the application procedures.

she

agreed and was re¢lieve ' to be ~operating as
cpposed to competing. After th interwiew rro-
cec. we went to lunch and agrecd that d
handled the interview much better than 4 as
she was clear about what she weted whercas I wa
not. we also 47scovered that wz had met several
yeo: + a feminist functionn ard nud saveral
) (B . St Commori.

| b 2 fv PARNEP t o talk with
I D e @ e« 1, too,
Wa. g Lo T RUR AU S SN
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Tt IounT-e
'~ lamer
‘+ .. . uonths

L .er discussicns

. i

“rnaT our gool:i waere very similar t of doing
er- . . wWOork, 1lncreasing oux imrbilaty

Zrioo : vile working arcund asss: "ive people
with -, zion. Our impressiong c¢r people and
inter, .ons of situations, nowever, were almost
DPROE ) one another. Thus our discussirg
events ana situaticns, particularly those in - .2

a
ame informz-ive to us. The differznces
f separating us added to the richness
yteraction. 1 remember that once when
T racurned from a six-week-long business trip,
I was curious akbout some of the ways I nad heen
received. I couldn't wait to "run it throughn"”
Cr
actually haprened. Her impress: was so 1llumi-
nating that I ended up revising =y gquarter:y
report to refiact her interpretatiocns. -

sca to get anctner interpretation of what

“irector commented that w
1

Wi, onre another. we'v:s
gri. and realized tuaz while w.o zoth
cceed, we wanted on. :nother to
: ; on.o's success was nct over the
stner, 1t just “was". We openly kidded one
ancther during meetings: and asked pointed ques-
tisns —-—- this we-® from - . =ase with cne another,

not from any int .tion to nurt or embarrass.

It was helpful that the project director noticed
that we both moved to positions of responsibil
relatively quickly and were dcing an appreciable
amount of uextra work, He provided us with an
iercise called an "integration session" in which
we portrayed our evolvement at the Lab. In one
vear, we went from unknown project associates to
being sc.ght after for major presentations. While
we both w' 'comed the experience and opportunity,
we alsc w..c fatigued by the quick adjustment.

The integration session provided us with an oppor-

tvnity to o sre our changing images and we
learned tr=.:t wc -ould feel comfortable beinrg
vulnerablz to or another.

‘there .~ several specific instances during which

Chesca and I were particularly helpful and suppor-
tive to one another. When I was writing my first
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o ec e e

sratus she Lo structural suv.-
¢ stions on my &. .1 .catior and helped me cele-
“rato wh roved. In turn, when she

noY process

0

iLu.ter, when she was in tne
r @ 0L «. San Francisco
rovided he ity an almost daily scuanding be @
~y her appl.catlon strategles. We discussec
n-arview apprc. hes, how to deal wish recommen-—
Aatinons and the we celebrzted w..2n she was
~fi. & Me “cp. I was glad she got what she
was sad that my maln supporht was

4 me to develop zn unsolicited

Her . lanire e
cr~posal to .. fcundatior that I knew was a long
<. ,t but was ~~mething that I wanted to d4o. I

wes moved to take & risk by her success.

The strength ~f cur relationship lay in th-
reslization taat we both had insights and sk .lLs
3 we - ore both retter off if we shavec them

SreaMARY CCMMENTS

The .namples speak for thenselves. All three of these
women successfu.ly acguired positions of leadership
even nefore their internshi. was .. ipleted. This came
about from their not only using each other &z resources
for learning and support but using all tkhe other

resources that were provided 1n the progran.
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MARKP G 70 NGSs GO TOGETHER

CNTRODUCTION TO THEz CASE ~7UDIES

Every iptorn has their pers.nalized way oI §o0ing about
learning what they need to xacw. You have 3een that
there are a variety of components to the wrogram and

. r i
“hat 1nteras plan an individua. .zed course oI study with
dvisors. Wnat you may need at this point 1s to
see how these variocus parts go tegether. Perhaps the
hest way to see this is to read two case studies which
t.

211 the strategies an- routes two people have taken.
Irn the course of readirnz T"ese, you will see the inter-
plav of advisor, intern, 5roject Lirectcr, coursework,
seminars, network contac 3, and achievements.

case studies, it might be he’n-
~% the eight tyres of resources
i % program and to show the varying
axtonts tc which inte:; use them. The resources are:

1. fAavisor (men-or). This refars te the chosen
acvisor or . Project Dircctor whom tne in-
tern ~cont:.:s.c no less than once par month
and often o 3 weekly basis.

- z¢s.  This refers e conta

rofessionals for consulrtati

-tero learning.

2 Networss Jisibhllity in the Field.
This refers t~ the use of contacts with
people with influence in their subject
field.

4. Seminars and Workshops This refers
to one to five day semianrs or work-
shops ~iven by professional organi-
zations, universities, or TFWL.

5. Political Contacts., This refers
to people who are in a position
to advocate for the intern, tc
recomment promotions or tc other-
wise introduce ther to new
opportunities.

6. New Opportunities. This refers to the use
of new experiences, either within their job or
ir, the creation of a temporary new jcb in orcer
to apply their learning and/or cr-the-jcb
experiences.

O
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.sed &1l o7 _sources that were provided. The

cther source tnat was used more than others was
riwork contacts for visibility.

the success of zhe 1int. ns

& number of the rescurces
ed. However, tnere was a rough indicat.on

_hat those who used the networks and poiitical advan-

tage in addition to advisor and opportunities have

been more successful in terms of now being managers

of major projects, earning mere mMoney, supervising

more pecpie a.3 being more xnown in their fields.

me necple ternd tr be loners & 0 guw nct use human
resources or other interns. Some dc not place much
salue or seminars and workshops, exc:ot as methods o-
con~-act while others nlaced importance on learning
thy-ugh ¢ arsevrork or professional -~ uipars.

¥inerva, Carol and Elsie all mace extensive us2 of
taeir mentors, tuok advantage of ¢ opportunities
+o show cheir competence, ard made themselves more
visible in their respective prciessional fields.

r
All three achieved exc_utive level positicns.

Thesca, sne  © the most successful, together with
Mis overq oo Carol, wWas an wnomaly in tha+% she did
now ke oxtensive use of her .entcr, but emphasined

iwg her visibility an: political contaccs,
new cpportunities as stepping stones. She
achieved d::ectorship ¢ a large prcject which
served th: school distz +© of a major city in a
department of the major university.

The two case studies which are preasented nere are cl
one :ndividual, M.chael W., who would not use political
contacts or extensive use of other lLuman resources,

but achieved his success through concertrated and

hard work. By contrast, Barbar: 4., who succeeded 1n
becoming a principal investigator sithin eight months,
us~. all of the rusowu. ces available and made extensive
us. of contacts in Per field and with funding sources
in washington and in regional offices.

a
AL
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CASE STUDY OF BARBARA M.

THE BEGINNING

B's involvement in this project began in December,
1979, when openings for the internships were made
knewn. She talked to a number of people who had been
in the program and to people who were in a position to
judge its effectiveness in promoting people within the
laboratory. This characterized her resourcefulness
and thoroughness in making sure that her investment
would produce results.

Her application required that she answer a question
regarding what her potential for assuming leadership
was and what her professional goals were. Her vriting
style was clear and showed ability to answer the
questions explicitly and with specific examples of

her experience.

Fer performance in the selection interview with the
Coordinating Council was very different. Her answers
to questions were overly elaborated. She gave much
information and showed a tendency to wander and to
and to engage people on the Council with questions
that reversed her role of interviewee. When asked
about her specific future goals, she was unable to be
specific or to indicate some clear plan for achieving
them. One of the Council members with the most influ-
ence in the laboratory, BW, the Deputy Director,
became increasingly annoyed with how much she talked
beyond the issue in the questions. Bzrbara was aware
~-f this after the interview.

She (BW) was hardest on me for not
having a clear focus for my involve-
ment in the program and for not having
a well-defired content arza. I ex-
plained that while 1 had been in
education and aéministration for

eight years, thic was my first year

in R&D and I wanted to begin to

focus by being in this program.

" Barbara M.

The fact that Barbara was currently an acting director
of a prcject within FWL, showed experience in innovat-
ing pro‘ects in her work history, evidenced she had
progressively climbed to more responsible jcks from
previous ones, indicated that she had leadership
potential.

g
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The first step to enable her to use the resources
within FWL was to help her formulate clear objectives
and to select a mentor who could truly help her in her
effort to advance herself.

The Project Director assisted her in an individual
meeting in clarifying her goals and objectives and
outlining her work to be completed in the first
quarter. This was preparatory to her meeting with a
potential metnor who had expressed an interest in her.
Preparation was to enable Barbara to present herself
clearly and effectively. Consequently, her meeting
with Betty Ward, Laboratory Deputy Director, was &
complete success in that she did present herself clear-
1y and commandingly and obtained the support of Betty
as her mentor. The match was a good one. Barbara,
being a feminist, needed someone like Betty who is a
model of competency in management and in the field of
educational research.

In the courase of their meeting, she identified the
need to develop research skills and an expertise area
for which she could be known in the field.

During the first meeting with my advisor
I was nervous because I felt her to be
critical of me and because I realized
that I lacked the clear focus that she
required. By the second meeting, I was
relaxed and from then on was Open and
talkative. The Project Director helped
me to prepare for the first two meetings.
both content-wise and in understanding
how to best utilize the time of a busy
person. This was a good lesson and I
clearly benefited from the interaction
with my advisor. With her assistance

I decided on several areas of expertise
that I kept developing through my
involvement with the program.

Barbara M.

SHE PRESENTS HERSELF IN THE FIRST INTERN MEETING

The first intern meeting gave each person the opportun-
ity to review their background and previous experience.
Although Barbara's review of her history was too
lengthy, she did impress everyone with evidence of her
initiative in previous jobs and the scope of her exper-
jence. This time, she was able to summarize her
professional objectives clearly and succinctly. Her

.preparation through meeting with her mentor and the

79 95



O

ERIC

Aruitoxt provided by Eic:

Project Director had helped her to think and to
articulate in a more organized manner than previously.
The meeting was valuable to her and to the group in
that they discussed the conflict they experienced
between devoting themselves to learning new skills and
doing an outstanding job in their present work. They
agreed that they couldn't do botn. They agreed that
they had to set their priorities and to seek what was
in their best interests.

Barbara demonstrated the ability to use the intern
meeting to practice articulating clearly, to solve the
problem of priorities and to take credit for her
ability to develop contacts in Washington, D.C.. 1In
the process, she gave others methods by which they
could develop contacts and strategies for becoming
known in Washington, D.C. The following are some of
her comments:

Another person who was helpful to me was
Fred Roseneau, the Laboratory's Washington
liaison. Perhaps because he and my former
supervisor worked closely, he and I were
in regular contact. At first it was for
him to do some writing for my project,

but gardually I just got in the habit of
calling him with some information and
asking, "What's new?" The resulting
conversations were so broadening that I
thought I'd try the same approach with

vy project officer. After doing a little
tusiness, I'd ask about his family and
then, "What's happening in the Depart-
ment (of Education)?" These conversa-
taions along with reading several national
educational publications helped me to

gain some knowledge and insight quickly.

Barbara M.

HER WILLINGNESS TO INITIATE SHOWS

Her ambition and willingness to assert herself showed
in her desire to be the elected representative of the
interns on the Coordinating Council Board and to

become a Principal Investigator within FWL within the
next six months. As part of her strategy, she proposed
to use program funds to attead the national annual
meeting of the American Education and Research Associa-
tion. The purpose was to become familiar with
nationally-known education researchers and to test the
possibility of soliciting funds for her proposal.

80 -
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She obtained the advice and support of her mentor,
Betty Ward, for developing a network of influential
contacts. She was encouraged to learn what was teing
done in education at. a naiional level.

In reviewing the AERA Catalog, I found
several seminars that were directly
applicable to my work including two
intensive conferences on evaluation.

I needed to apply the information
immediately and wanted crash courses
with the hest evaluators in the country.'
Although in my project work, I would
hire content specjalists to actually
conduct the national woirkshops., I

wanted to understand the content area
myself so as to hire the most appro-
priate people and design an effective
workshop. For the workshops I took

of f about eight days of project work

to learn about evaluation. My project's
workshops ended up to be excellent and
the evaluation tool that we developed
was used nationwide.

Barbara M.

THE USE OF INDIVIDUAL MEETINGS

Individual meetings with the project Director of the
Mentor were used for a variety of purposes. The
description above showvs the use of a meeting to enable
her to rewrite her resume and prepare an application.
In addition to this, she used meetings to assimilate
what she gained from conferences which she attended.
An example was planning to provide training to commun-
ity colleges and other institutions within her own
project regarding effective program evaluation. This
followed her attendance at a conference given by
Michael Scriven, 2 nationally-known program evaluator.

Her immediate objectives were to develop a fundable
proposal and to become a Principal Investigator. She
did not get financial support for writing a proposal
until she did become a Principal Investigator within
FWL. The Project Director assisted her in completing
the application to be designated as a Principal
Investigator. Requirements for PI were reviewed and
she received assistance in rewriting her resume to
support her application for the new desionation.
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USE OF INTERN MEETINGS

By the end of February, Barbara was well into the pro-
gram. She was always generous in contributing to the
meeting discussion and at this meeting, she told others
about one of the ways of making themselves known to
professional groups and to the administration within
this institution. She said there were funds availaktle
for making professional presentations in the field when
it is advantageous to this institution. She also in-
dicated how they could go about doing that. It was
clear that she was assuming a role of both educating
others as well as using them as support.

She continued traveling to various parts of the U.S.,
providing technical assistance and presentations to
community colleges. On one trip, she addressed - a ger-
ontology conference in Florida as both a means of
assisting them and also making herself known in a new
area of continuing education.

In terms of credibility in my field, I
got assistance with focusing on Adult
and Continuing Education as a content
area. Thus I began to participate in
those meetings and conventions in that
area and read professional journals more
regularly. Because with the CETAC
project, I was dealing with a number of
professional associations, I got to know
the Director. I was asked to present at
AEA (Adult Education Association) and
AAJC (American Association of Community
and Junior Colleges) national meetings
and the CATESOL (California Association
of Teachers of English as a Second
Language) .

On the suggestion of my project officers,

I was asked to do a workshop at the -
Florida State Gerontological Society's
annual meeting and to present at a

meeting of the Mational Advisory

Council on Continuing Education. I .
saw a need for a California branch of the
National Adult Education Association and
became part of the group working for affil-
iation, and later a member of the executive
committee and most recently a voting
delegate to the national convention. I
have been asked twice to go to the South
Pacific to consult in adult education and
establish a continuing education department
of the American Samoan Community College,
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and most recently to censult to the
american Indian Center and the National
nffice of Samoan Affairs.

Barbara M.

COORDINATION BETWEEN INTERN AND PROJECT DIRECTOR

In order for the advice and information to be consis-
tent, the Project Director kept in communication with
Barbara's mentor, Betty. Both agreed that Barbara
had excellent potential as a leader, i.e., good
management skills, effective political sense, asser~
tiveness, intelligence and willingness to work hard.
It was also agreed that she needed to focus her
efforts and attention to one expertise area instead
of spreadinc herself so thin over too many areas.

As a result, she received further assistance from both
people to encourage her development of one domain of
expertise.

THE NEED FOR INTEGRATION

Both Barbara and another intern, Chesca, had been
using all opportunities offered by the program, i.e.,
money to attend conferences, contacts within the
Laboratory, strategies for obtaining funds through the
Laboratory administration. Both became known within
the Laboratory and to others in the field.

Barbara had already applied for Principal Investigator
designation within a period of two months in the
program, and Chesca had written and submitted a pro-
posal for funding within the Laboratory which was
likely to be funded. Both needed stabilizing after
flying so high.

In an "integration session," the Project Director
provided them both with the opportunity to write about
and to diagram the changes they had affected through
impor' :nt achievements and events the previous Year.
They initially saw themselves as being insignificant
within FWL. They were both antagonistic about the
size and the seemingly impersonal nature of FWL.

They saw administrators as indifferent towards people
within the institution. BY the end of the integration
they saw themselves as having a potential to work in
educational research beyond FWL. They saw themselves
as able to obtain funds and having an effect outside
of the Laboratory.

83 1y-
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The reexamination of their accomplishments and their
role within FWL enabled them to see avenues for them
to achieve what they wanted within education.

It was helpful that the Project Director
noted that Chesca and I had both moved to
positions of responsibilty relatively
quickly and were doing an appreciable

amount of extra work. He provided us

with an exercise called an "integration
session"” in which we portrayed our evolvement
at the Lab. 1In one year we went from
unknown project associates to being sought
after for major presentations. While we
both welcomed the experience and opportunity
we also were fatigued by the quick adjust-
ment. The integration session provided us
with an opportunity to explore our changing
images, and we learned that we could feel
comfortable being yulnexaPle to one another.

Barbara M.

QUARTERLY PLANS AND RESISTANCE

The Quarterly Planning enables the intern to be clear
about what thev are trying to accomplish within a
three-month period, but more importantly, the planning
forces them to coordinate their objectives and strate-
gies with their advisors.

O
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My participation to the internship project
provided me with the funds to participate in
meetings. Knowing that I was expected to
report on my dquarterly progress as an intern
helped me quage my efforts. Previously I
didn't tnink about professional growth, I
just followed my interests and learned what
I thought I needed at the time. I didn't
consider a deliberate pian for advancement.

Whereas I have usuaily been able to recognize
my strengths, the project helped me identify
areas that I needed skills in and provided

the means for develcping those skills. One
example was in being more focused when dealing
with administrators. BAnother was knowledge of

proposal writing.
I realized that to progress in R&D I needed to

learn about evaluation and to write proposals
-~ so I did that. I also realized that I

84

1us



seldom did long-range planning for myself but
just for projects, and I have just begun to
do that. I realize that I need more experi-
ence with computers and in political strate-
gizing and in interview techniques. I have
begun to research ph.D. programs that I could
be involved with part-time as 1 work in my
field.

My management and conceptualization skills are
strong as are Wy networking abilities.
Probably the single most important and
difficult task was in developing quarterly
plans and actually following them. I have
become a bit less impulsive and a bit more

deliberate in my actions.
. Barbara M.

Barbara benefited much from this in that it fcrced her
to outline a scope of work with specific objectives in
mind. The list of her goals were six, but of those,
the two that she and Betty Ward emphasized for her
development were developing her proposal writing
skills and continuing to develop her visibility in

the educational field.

She had no problem in preparing the application fou
PI, but did show much resistance to developing her
proposal writing skills. She missed meetings that
were scheduled for clarifying the proposal she had

in mind and later revealed that she was apprehensive
about writing a full-blown proposal. As a result, a
step-by-step proposal writing plan was developed after
she completed making herself known in the field.

INCREASING HER VISIBILITY IN THE FIELD

Through funds from this project, her trip to Washington,
D.c. for her own work was increased by paying for more
days for her to make contacts in Washington. She
planned carefully for that trip by using several re-
sources in planning the trip. She talked with her
advisor, to another professional with extensive exper-
jence in dealing with washington, and in planning out
the strategies for contacting these people with the
Project Director. She got names of people to contact
from Betty and from the second person mentioned above,
and outlined her strategy with the Director.

Besides aiding my involvement in the intern
project my advisor recommended that I apply
to be a PI and that I apply for continuity

of employment. Because I was seen in the
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role of responding to RFPs I began to see
myself as being responsible for bringing
funds into the Lab. Thus on one of my
trips to Washington, I stayed several days )
extra to develop some federal funding con-
tacts. I met with representatives of DOL,
NIMH, AOA, FIPSE, and HUD. My advisor
recommended in-house people for me to talk
with to get contacts and the projest director
helped me to prepare for these interviews.
Wereas I've never been shy about making
contacts, I think.that unless my advisor
had gotten me into the habit of seeing the
big picture of funding, I may not have l
thought to developing new projects so soon

. or making contacts for the Laboratory as a

* whoie, not just for myself. ‘

Barbara M.

Examples of the strategies which she learned for
establishing contacts with funding source people
show in the following guideline that she made:

Know the title and role of the contact person;

Talk to other people about that person's
idiosyncracies, preferences or biases;

Get as much information about the department
in which the contact person works from FWL's
person in Washington, D.C.;

Know the funding trends ahead of time;

Review the annual reports made by the department
within which the contact pecpie work;

Prepare one page outlines of proposal ideas . .
which can be left with those people.

By May, she not only had her plans for the contacts,
but had additional money because she had been desig-
nated a Principal Investigator. Her trip to Washing-
ton, D.C. was a complete success. She not only served
her own needs but brought back information learning
about funding that the Laboratory could seek to abtain
and to make herself more known to FWL's administration.

PROPOSAL WRITING SKILL DEVELOPMENT

The regular quarterly review meeting including the
Project Director, Barbara and her advisor was timely
in that it served to give her much credit for how much
she had accomplished within only six months and to

86 1005



‘encourage her to get on with developing the proposal-.
writing skills in order to obtain her own project.

She already had a start of encouragement about pro-
posal writing, both from Betty Ward, her advisor, and
from the representative in Washington who mildly
reprimanded her for not sending her ideas for propo-
sals in the form of one pag ospecti. It became
apparent to her that she did not have the potential
for obtaining funds in a different kind of program
and that she would have to write the proposal. The
pressure was on to learn the proposal-writing skills.

Barbara had been writing professionally for some time.
She produced a monthly newsletter which was distri-
buted nationally so that there was no question that
she was able to write, The problem was overcoming
the fear of developing a proposal that would stand

on its own. :

To drevelop her proposal-writing skills, she received
assistance from her advisor and decided to go’ about
this by attending a workshop presented by the project
director, reviewing mini-proposals that were funded
within this institution and by participating in a
five-day workshop for proposal writing provided by
the grantsmanship center.

The beginning proposal-writing development had begun
two months early when in her meetings with the
Director she had éiscussed ideas for fundable projects
in serving the community, and ideas in providing
services to people prior to retirement and for retired
people. This was furthered in an impromptu meeting
when the Director dropped into her office. Within a
short time she organized what she had been thinking
about for some time, she outlined the purpose of the
proposal, i.e., to assist pre-retirement and retire-

1 nt people to cope with and effect change in community
and environment. She then saw the relationship of
defining a purpose, providing evidence for tne need,
and a review of what is currently being provided and a
proposed approach to the problem. She was to further
detail this proposal, not necessarily funding but for
the practice of fleshing out the idea and further con-
ceptualizing the format of proposal writing.

Wwhen we did meet again in two months, she was ready to
practice proposal writing. She attended an in-house
workshop provided by the Director on the formating of
a proposal, i.e., differentiating purpose and goals

" from clear ctatement of measurable objectives and
developing the problems statement, the needs statement
and the outline of scope of work. All of +he interns
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were -able to use the materials and direction to write
goals and obiectives with the exception of Barbara
who froze when having to identify different parts of
the proposals. :

The director gave her many examples of mini-proposals
to review in preparation for her participation in the
proposal-writing workshop in late July. She partici-
pated in that workshop that gave her experience in
writing a rough draft of a proposal and benefitting
from a critique by others.

In response to having to write a "Request for Proposal"”
from Washington for the sum of a quarter of a million
dollars in the Department called ACTION (the same
Department that funds VISTA and Teacher Corps), she
supervised a team of four in the preparation and
~writing of this proposal. It was this experience of
having to supervise the writing of others, having to
do the writing herself, having to employ an editor,
and to coordinate her production of this proposal
with the supervising administration, in this case
her advisor, in order to meet the short deadline.
. Within one week of working long hours and with skilled
_cooperation, she produced a 200-page proposal that met
all professional standards for being funded.

She was thoroughly proud of herself for having been
able to marshall all the skills that she had developed,
plus the information that she had obtained in her
participation in workshops in the previous three
months. Her fear of writing a proposal and stalling
for time disappeared. Her attendance at the grants-
manship workshop helped her by giving her the confi-
dence to attempt this real one.

A major seminar that I attended was Grantsman-
ship and although geared for more human
service sector proféssionals -- I have written
three proposals since that workshop (one

two weeks after the workshop) and have worked

on three others.
Barbara M

She now felt ready to consider publishing articles and
completing her Master's *hesis. New confidence and
interest in writing was a major achievement for her

in this program. She could now see herself as a pro-
posal writer. This rounded out her repertoire of
competencies to be a project director, in educational
research and development. '

Her new confidence and sense of achievement showed at
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the next intern meeting when she advised others as to
how they could go about learning proposal-writing
skills.

The most important thing was that I could
break through the block I had about being
able to write a proposal. Now I am confi-
dent about my ability to respond to RFPs
and submit unsolicited proposals, and I -
even enjoy varticipating in proposal
developrent meetings.

Baxbara

DISAPPOINTMENT AND TAKING CREDIT

By mid-September, Barbara had been told that her
proposal had been rejected on & technicality. She
had not researched the RFP raquirements carefully
enough. She felt humiliated, angry at not even get-
ting into the competition when the proposal seemed to
be a good one, and embarrassed to have failed her
first attempt on an oversight. It was hard enough
for her just t enter the competition but when she
was thrown out the race on a techniqality after
having worled sc¢ .ard, her feeling humiliation and
disappointment was overwhelming. .

The director helped her by providing a new way of
looking at the situation. He had her examine what
she had learned and what shes had demonstrated to her-
self and to the administration. After acknowledging
that she produced a major proposal within record time,
one week, that she learned. to coordinate-and tovteam-
work with others to meet the deadline, and had ‘over-
come her fears of writing through this eyperience,

she gave a sign of relief and began to see that all
was not lost and that she was not a Zfailure.

The reality that she had established hexrself became
apparent in her being given cdontinuity at the end of
her project for the express purpose of seeking new
funds. Evidence of her new standing in the administra-
tive ranks in this institution was clearly stated in
an interoffice memorandum to all principal investiga- '
tors and written by the deputy diréttor of this
institution. The memorandum reads:

Barbara has submitted two proposals and is

submitting a third, one to FIPSE, another one

to DOL/FIPSE on providing TA to CETA projects

and the third to Kellogg, a private institution

for providing training to boards of directors on
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non-prefit human service agencies together with
UMBA.

~
B is available to work in any of the projects
to perform the following tasks:

Planning and facilitating

Managing projects and budgets

Designing and conducting technical
assigtance

Wwriting proposals and reports

Designing and conducting teacher iraining

Deputy Director,
FWL

Within one year, Barbara had evolved from relative
obscurity in the administrative ranks and being seen
as somewhat fuzzy and scattered in thinkiag to
becoming a principal investigator in R&D, a competent
proposal writer and director of projects in R&D.
Although her achievements are majorly a result of her
drive, resourcefulness, and willingness to work hard,
the assistance of her advisor and mentor, BW, and the
supportive and educative guidance provided by the
Project Director and her professional peer relation-
ship with ancther intern were the additional factors
which enabled her to complete this metamorphosis in
professional R&D.

The intern project helped me focus on an area
and gain totally new skills in that drea. The
project also enabled me to see myself as a
principal investigator and as 3uch, more respon-
sible for knowing who's doing what in the
Laboratory on the whole and in R&D on a

national scale.
\B%rb ara
S~
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CASE STUDY CF MICHAEL W.

“
»

BACKGROUND

Mike began his internship with the Women and Minori-
ties Leadership Program (W&MLP) in January 1979,
after having been employed wiht Far West Laboratory
(FWL) for eight months as a development and training
specialist with the Adult Satisfaction and Productiv-
ity Department. As a training specialist he was
responsible for providing technical assistance and
training to school personnel interested in implement-
ing the Experience-Based Career Education Model (EBCE).
The job regquired a considerable amount of interaction
with school administrators, community groups and
federal and state officials.

He came to the internship program with quite a bit of
professional experience in youth and adult education.
He had served as a consultant to Peralta Regional

Adult and Vocational Education Council (PRAVEC) ser-
vices and had developed a curriculum for Adult Basic
Education which incluced both audio and visual instruc-
tional units for public relations presentations. 9

In addition to his professional experience in youth
and adult education, this intern came to the program
with a developed talent talent for writing. He had a
list of publications and papers to his credit on
subjects ranging from desegregation of public educa-
tion to ideology for Blacks in documentary films.

His application to the W&MLP stated that he viewed the
program as a vehicle for furthering his career in
educational R&D.

puring the past ten years, I have developed the
ability to plan tasks and to coordinate their
execution. I can effectively work with divergent
groups of people and enjoy the challenge of work-
ing under a variety of conditions. However, time
management and the budgeting of resources are area
where I feel the need for improvement. As an
intern I would like to develop and implement a
plan to improve these two areas.
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PROGRAM RESOURCES

MENTOR

Mike selected his immediate supervisor, Ralph Baker,
for his intern mentor. Ralph proved to be an effec-
tive advisor and advocate. He provided guidance,
practical advice, strategies for learning and advance-
ment and an introduction to available resources. He
helped coordinate graduate coursework with os-the-job
training so that newly-acquired skills could be
practiced and mastered. He also acted as an advocate,
promoting Mike both internally and outside of FWL.

He made sure that Mike was invited to meetings and
recommended him as a presenter at national conferences.
He encouraged Mike to attend workshops for professional
growth, sometimes recommending particular workshops

and always hclping to integrate the workshop material
with on-the-job responsibilities. Ralph invited Mike
to accompany him on a trip to Washington, D.C. and the
trip was made possible by financial support from the
W&MLP.

During the 16 months of the internship, Ralph served
as a link between Mike's job and the activities
sponsored by the W&MLP. Evidence of this occurred
when Ralph encouraged Mike to submit an in-house mini-
propcsal which provided an opportunity to practice
proposal-writing skilis.

The communication between intern and mentor was con-
tinuous and ongoing. Ralph encouraged their regular
contacts and provided a structure for their inter-
actions. They saw each other daily and weekly
evaluation meetings were scheduled. Ralph devoted
time and effort to analyzing Mike's strengths and
weaknesses in addition to assessing his progress
during the course of the internship. Ralph and Mike
created a perfect match. DBoth were committed to the
WSMLP and both were active in creating opportunities
for leadership aad management expariences.

HUMAN RESOURCES

In addition to his mentor, the WSMLP facilitaced Mike's
use of other human resources. Mike took advantage of
the opportunities presented to work with FWL profes-
sional and benefit from their particular areas of
expertise to increase his own knowledge skills in
evaluation, budget management and proposal writing.
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The Project Director of the WeMLP worked extensively
with Mike on developing a survey instrument for an
FWL- funded study, "Competencies Essential to Managers
in Educational R&D." Under the Project Director's
supervision, Mike reviewed the literature. helped
develop a competency inventory and observed the
technical analysis of the data. This gave him an
opportunity to learn instrument development, data
collection, statistical analysis and interpretation
of results. For more information and experience in
the area of evaluation, Mike met with Rob Slaughter,
an FWL evaluation specialist, and worked with Bob
Spotts, the director of the Greenhouse Program at
FWL on the program evaluation.

In order to increase his knowledge of the budget
management process, Mike worked with personnel from
FWL's Financial Management Accounting Department.

His involvement ranged from reviewing project budgets
to preparing sample project budgets. These activities
were closely monicored, evaluated and discussed with
his advisor.

Another way Mike used the expertise of FWL profes=-
sionals was through submitting an in-house mini-
proposal. Nct only was this a way of putting his
proposal-writing knowledge into practice, but he
was able to get extensive feedback from an in-house
reviewing committee. The Committee commented on how
well his proposal was written and organized; and
although they had many reservations concerning the
approach, the value of probably results, and its
relevance to FWL's mission, they believed there was
merit in the idea and recommended that the proposal
be revised and resubmitted. The W&MLP Project
Director outlined two pages of recommendations that
emphasized ways to strengthen his conceptualization
of the study and the evaluation design.

RELEASE TIME

The W&MLP provided several days of release time which
gave Mike the opportunity to attend workshops, travel
to Washington, D.C., and write several proposals.

The program provided me with several days of
release time during which I was able to attend
workshops, travel to Washington to investigate
funding sources, read, write, and work on
several proposals (submitted to the National
Endowment for the Arts and the San Francisco
Foundation), and to be excused from some of my
regular duties, without a loss of salary.
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This release time was used to develop my
proposal development, evaluation, and manage-
ment skills. In addition to the proposals
referred to earlier, I used 1k days of release
time to develop a mini-proposal which was
submitted to Far West Laboratory, but was

not funded.

WORKSHOPS

During the course of his internship Mike attended two
proposal writing workshops which he put into practice
by writing several proposals. He also attended a
one-day workshop on effective time management which
refreshed his knowledge of management by objectives
and taught him procedures for restructuring and
organizing his time and daily activities more effi-
ciently. Attendance at a workshop vn Regional
Dialogues in Worklife Education exposed him to
funding sources for creative approaches to worklife
education. The informa! .n he received at this
workshop exposed him to innovative programs and
provided him with new ideas and activities as well

as giving him the knowledge and skills Fre needed to
seek funding opportunities. This workshop, along
with his trip to Washington brouaht him closer to

his goal of obtaining information on strategies for
developing funding sources.

FINANCIAL SUPPORT

The program provided financial support for attending
workshops and accompany Ralph Baker on a trip to
Wwashington, D.C. The purvose of the four-day trip

was twofold: to atitend a conference on the establish-
ment of a national youth service and to make personal
contact with R&D leaders. The former proved to be the
most valuable and Mike recommended that all interns
could benefit from a similar trip.

For participants in the Women and Mirnorities
Leadership Program, a trip to Washington, D.C.
can be a valuable experience. In fact, it ic
my belief that such a trip should become a
formal activity of the program. However, two
pre-requisites are vital to the success of this
activity: oplanning and advocacy.

PLANNING. This should include: 1) drawing up

a list of reasons for making the trip; 2) iden-
tifying a set of z.tential sites to visit in
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the city; 3) obtaining and studying a detailed
map of the area, since many agencies aire located
in close proximity to one another and being
aware of their locatior can facilitate planning
and save time; 4) making advance contacts and
scheduling appointments; and 5) building in a
degree of schedule flexibility, since it is
often the case that a person can learn about
resources (people, agencies, research shops, etc.)
while visiting a particular site. Free time
should be built in to allow interns to investi-
gate resources that they encounter while in
Washington, D.C.

ADVOCACY. The old adage, "it's not what you
know, but whom you know," certainly helds merit.
Once an intern has identified a particular person
or site to visit, it is helpful, indeed, down-
right important, to buzz around and find a Lab
employee who has already established a relation-
ship with that person or agency. This "contact"
can provide valuable background information,
suggest a particular person to see, or even pblace
a call of introduction for the interns. Such an
introduction can ago a long way in inducing busy
people to take time from their work schedules.

ACCCMPLISHMENTS

Mike completed his internship in April 1980. 1In the
course of his sixteen months' internship he demonstra-
ted achievements in the following areas:

Development of an Expertise Area.
Mike continued to expand his knowledge of youth and

.adult education. He participated as a consultant to

the National Commission on Resources for Youth Confer-
ence held in Chicago, March 1°980.

Writing Skills

As an intern, Mike focused on technical writing
development. During his internship he served as a
consultant for Community Art Resource, a third world
organization and wrote four proposals for them. The
proposals were submitted to and funded by the National
Endowment for Humanities and Arts and the San Francisco
Foundation. He helped write several FWL proposals with
the guidance of his advisor. He also submitted a mini-
proposal for in-house funding.

His technical writing development also included an
article entitled "Expanding Employment Opportunities
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for High Risk Youth." The article was published by
ERIC and resulted in his becoming a consultant fcr
the National Commission on Resources for Youth. Mike
was also involved as a principal writer for a CETA
program, the Montana Field Learning Program. This
program received much attention and is refexred to

as a medel of its kind. His writing competency fur-
ther included development of several manuals and
assessment instruments. He was also a regular
contributor to two community newspapers.

Management

Obtaining management experience at FWL was not accom-
plished in the course of his internship. However,

Mike had previous management experience as a supervisor
of adult basic education teachers. He had also served
in a supervisory capacity while employed with Oppor-
tunities Industrialization Centers. As an intern he
augmented his management experience with further
coursework at San Francisco State University.

Budget Management

Mike learned about hudget management €from working with
personnel in FWL's Finarcial Management and Accounting
Department and d:monstrated his ability to conceptualize
and prepare budgets in the proposais he wrote. He
completed coursework in budget planning in his manage-
ment course at San Francisco State University.

Program Design

Mike's experience in program design is evidenced in the
proposals he conceptualized and dmplemented. The
development of the Montana Field Learrning Program, the
educational guides produced as part of the article
submitted to the National Commission on Resources for
Youth, and the in-house mini-proposal were also used

as a vehicle for utilizing the skills that he had learned
during the course of his internship.

Knowledge of Funding Sources

One of the essential skills for managing educational
research and development projects is knowing how to
obtain funds. Mike's mentor, Ralph Baker, offered him
a unique opportunity to learn firsthand about the fund-
ing sources of Washington and about the strategies that
are needed to become known to these sources.

He accompanied him on a trip to Washington, D.C. The
trip, sponsored by the W&MLP. enabled Mike to observe
contract negotiations and in._rease his knowledge of
funding sources. It provided him with the opportunity
to visit and make personal contact with people in
federal agencies who were involved in funding advocacy
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programs for youth. As a result of this trip, Mike
established contact with high-level officials from
the Department of Labor and the National Institute of
Education, gained insight about the relationship of
politics to proposal writing, and obtained knowledge
of the dynamics of federal program planning and people
who wield influence.

PROGRAM EVALUATION AND RESEARCH DESIGN SKILLS

To develop skills in this area, Mike worked with Bob
Spotts, a Principal Investigator at FWL, to develop
evaluation for the Greenhouse Program and particpated
in data cnllection and writing interpretations of the
findings. Mike developed a number of evaluation
instruments for other programs, including those for
the Experience—Based;Learring portfolio in the EBCE
program.

The Project Director of the W&MLP provided on opportun-
ity for him to participate in a research study from
beginning to end. His participation included his
developing a survey instrument.for the study of
"Competencies Essential to Managers of Educational

R&D Programs." He contributed to the formulation of
the research design, instrument development, methods

of data collection, choosing of the statistical
analysis, and in the final writing of the interpreta-
tion of the results. His specific assignment was to
provide a review of the literature and to assist in the
development of the inventory for assessing competencies
of managers.

A secondary benefit was that he consulted with other
research professionals within FWL and learned abcut
their specialization. For example, in working with
Rob Slaughter, an evaluation specialist, he learned
about the variety of evaluation contracts in which Rob
was involved and of the kind of expertise that was
required to work in this specialization.

COMPLETION OF THE INTERNSHIP PROGRAM

The nbjective cf the internship program was to enable a
person to have opportunities in management. Preferably,
the new posi’'.ions would be in the field of educational
research. This intern had seen the need of turthering
his potential by completing a doctorate at Columbia
University before continuing in the field of educational
research. He was encouraged through his contacts with
other researchers to obtain his degree and to involve
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himself in international projects related to educa-
tional ruesearch. He was particularly interested 1in
studying in Africa and promoting educational
opportunities for Black people.

In keeping with his having learned the strategies of
placing himself in positions where there would be
future oppcrtunities, he obtained a consultantship
with the ERIC. This would both enable him to provide
some support while he studied at Columbia and would
open avenues for his obtaining further jobs in this
field.

Two years later, Mike did complete his doctorate and

is now an assistant director of a branch of the ERIC
Clearinghouse, a national research resource center.

SUMMARY CREDITS

Mike gives credit to his success in the internship
program to the effective relationship to Ralph Baker,
his mentor, who provided opportunities to him to

- Jearn and encouraged him to continue his education.

He also noted that his relatiouaship to the Project
Director was essential in recognizing the strategies
for obtaining positions which gave him further skills
to become a manager and a leader in research.
Inevitably, the major credit was to himself for being
willing to use the opportunities in writing proposals,
developing instruments, using the funds to learn about
funding sources in Washington, and by participating in
the group intern meetings to learn about thz means by
which others were developing their skills au well.

98 1t



KEEPING IT GOING

PREFACE

The Project Director is the key to keeping all the
persons involved informed, setting meetings, task
deadlines, and in facilitating the participation of
all the people in the program. These principal people
are members of the Coordinating Council, the interns
themselves, their advisors, and rescurce personnel.

In addition to the people contact, the Lirector needs
to be knowledgeable about coursework and programs in
universities and professional seminars and workshops
which relate to the program. Develiopment of the content
and the nature of the experiences for developing know-
ledge and skill can be gleaned from the documentation
of what each intern is doing and from the quarterly
planning and review meetings. The information from
these sources would indicate which experiences the
interns are finding to be most effective for their
professional development and the extent of the concen-
tration of a particular subject area, e.g., Project
management or technical writing.

The last and also very important task for the Director
to complete is publicizing the success of the program
to the institutional administiation. The program must
be in good standing in the eyes of those in the institu-
tion in order to have credibility and support.

WORKING WITH THE COORDINATING COUNCIL

Monthly planning meetings need to be held with the Chair-
person of the Coordinating Council. In these one-to-one
meetings, the current issues in the program are discussed,
the role of the Coordinating Council in relationship to
what is going on at the time is identified and agendas
are planned.

The Chairperson must be adequately informed in order tc
assume appropriate leadership in the Coordinating Council
meetings. The purpose of those meetings is to get ideas,
recommendations and support for making the program
effective.

The project supports the Chairperson by providing admini- -
strative assistance in setting up the meeting, taking
notes, and providing whatever clerical assistance is

needed as a follow-up to the meeting.
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The Chairperson reviews the minutes and endorses them
before they are sent out to other members and has the
authority to add or change the minutes according to
her/his view.

It is advisable to maimtain informal as well as
“formal contact with the Chairperson in order to
facilitate the ease of exchanging information and
mutual cooperation in the teamwork relationship.

WORKING WITH THE INTERNS

The interns are, of course, the most important indi-
viduals in the program in that they are the subject

and the product of the training effort. The Project
Director has several means of maintaining a close
relationship with interns. One is through individual
meetings, either initiated by the intern or by the
Project Director to discuss plans, current seminars,
or how the intern is using her/his budget for training.

The quarterly meetings which include intern, her /his
advisor and the Project Director are times when all
three take a sericus view of what should be informal
and on a peer level rather than of a teacher-student
nature. There should be mutual respect for the
exr-rience and professionalism each brings to the
meetings.

The Project Director sends out periodic memorandums
with information about upcoming professional seminars
and workshops, graduate courses in local universities
and current events or articles which have to do with
the training content. This serves somewhat as an
informal newsletter. 1n the FWL program, the interns
received notices from Washington, D.C. regarding
funding opportunities, information relating to new
legislation which affected educational research and
new trends within the institution itself.

The intern is free to see the Project Director as often
as needed. During crises, some interns might seek the
assistance cf advisor or Project Director twice a week.
This is not common, the frequency of contact is at
least once & month, but usually amounts to twice a
month. T

The contacts can be informal such as dropping in and
chatting about scmething related to what they are
doing on their job.or discussing what someone else
might be doing. Other meetings may be fairly formally
focused, such as discussing how they are accomplishing
their quarterly objectives and what successes and

problems they are having.
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An open door policy to seeing individuals in the program
or receiving phone calls from them is a good rule of
thumb because all of the individuals involved have

heavy workloads and complicated schedules. It is

best for at least the Project Director to be available
and accessable as much of the time as possible.

KEEPING IN TOUCH WITH AJOVISORS

A meeting with advisors should take place at least once
a month besides the guarterly plauning time. The
Project Director should set aside time to discuss
viewpoints abcut the internr and her/his progress.

Some informal contacts are useful to ease the working
relationship between the Director and the advisor.
Caution should be kept about avoiding competition in
being a resource to the intern. This is reduced Ly
frequent contact and the Project Director being very
clear in giving the respect to the advisor's role in
working with the intern. Mentors need to be informed
about what being a mentor involves. Periodic meetings,
perhaps once every two months, of the mentors themselves
to discuss how they are working with their interns would
be helpfdl to all involved. The Project Director can
tell the mentuor about how other interns are working and
the strategies they are using for learning. Keep in
mind that the mentors are new at this and are learning
almost as much as the intern about how these skills and
knowledge are developed.

OBTAINING AND SUPPORTING THE PERSONNEL RESOURCES

The experts who can serve as consultants to interns on

a short-term basis, i.e., one month or three or four
contacts, need to be encouraged to offer their expertise.
Because the project usually will not have enough to pay
them their professional scale for their involvement,

they need to be sold on the value of their contribution
and rewarded with appreciation and respect for vhat

they offer.

The Project Director needs to make it easy for them to
participate. For example, they should know that the
administrative assistant in the project will be avail-
able to help him or her with scheduling, obtaining
materials, or getting in other information that is

needed.

The first meeting with the resource person should
include a brief orientation about the nature of the
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program but with more emphasis given to the value and
the rcie that the resource person will play. For
example, Paul Hood, a Project Director at FWL who has
an extensive professional schedule and is known for
his expertise in research design, professional journal
writing, dissemination, and research evaluation, made
his expertise available to interns with the knowledge
that what he had to offer was highly valued and that
his need to attend to his own schedules would be
respected.

Interns themselves find resources through their own
informal contacts or seeking the assistance of peer
professionals. As these resource people are identified
either by interns or the Project Director or members
of the Coordinating Council, the Project Director must
develop a profile of what these people can offer,

their availability and the areas of expertise which
they can provide. Files on the resource people are
helpful for quarterly planning meetings when intern
and mentor are looking for who might be able to provide
the supportive consultation to the intern.

Resource people need to be respected and appreciated
for their offerings. This can be done by a memorandum
that is sent to them with a copy to the head of the
irstitution and by a personal expression of apprecia-
tion by the Project Director and, of course, by the
intern. They aglso will feel rewarded by knowing that
what they gave resulted in some positive outcomes.
Since they don't receive pay for their service, they
need to feel the reward from knowing that their
expertise has helped an intern to become more profi-

cient and knowledgeable in the field.

The Project Director needs to review the range and
type of resource personnel. There need to be two or
three resources for each of the content categories,
e.g., project management, technical writing, etc.

KEEPING TRACK

Documentation on a regular basis is the easiest way

to keep track of the numerous contacts with people
and the numerous tasks, both large and small. A brief
summary of what was discussed with an intern, a mentor
or resource person can be done quickly and eagily on a
dictaphione. A running record of the contacts plus a
calendar of scheduled meetings in an intern's file
makes for an easy review of what was planned and what
has happened since. The value of maintaining this
kind of documentation is that the unique way in which
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each intern learns can he summarized and shared with
other interns.

Minutes of the Coordinating Council Meetings and the
Intern Meetings are. maintained for reference and for
reporting to-the administration in the form of
impromptu meetings or the final report at the end of
the year.

KEJ PING UP TO DATE

The Project Director has the responsibility gf'being
informed about upcoming professional seminars and
workshops which the interns might want to attend and
of graduate programs and coursework which would be

of interest to interns as well. This requires setting
aside time to review the numerous brochures that
professional organizations send related to management
training, etc., contacting local universities and
reviewing the graduate programs that are related to
the training, and receiving professional journé{ib
which couid be used as well, e.g., announcements\oy
the American Management Association. b
After gleaning the information and sorting out those
conferences which are irrelevant or too expensive or
too far away, these are copied and routed to thg
interns and to the mentors for their perusal.
Summaries of articles or titles can also be routed

~ to keep them abreast of what is new or current.

O

ERIC

Aruitoxt provided by Eic:

The other form of review that is important to conduct
is the review of the materials being used by interns
to develop skills. Quarterly planning discussions
should include what has worked well and what hasn't
and how it could be modified to be more ‘effective.

The Project Director can then make note of this and
make the modifications or make this known to other
interns who plan to use the same materials. For
example, one intern found that the module for learning
proposal writing was too lengthy, that the most impor-
tant elements for her learning were learning to
distinguish between objectives, goals of a proposal,
knowing thoroughly the nature-of a scope of work
related to the objectives, and the experience of
actually writing one that was going to be evaluated

bv a peer professional. By learning that thic was

an effecc.ve means for one intern, it could be
provided as a means for another to learn proposal
writing more easily.
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DEVELOPMENT OF THE PROGRAM

There is no ready-made program that will suit every
institution. Each will have to adapt from other
programs and to develop their own as they go. The
detailed documentation will assist invaluably in this
effort. The quarterly planning documentation which
shows the objectives and the strategies and the
resources that an intern uses to learn particular
skills is a source for evaluating what works most
gffectively. .

Those experiences and strategies which are most effec-
tive should then be made note of and used to become a

permanent part of the program. Those which are not so
effective should be weeded out.

Meetings with mentors regarding the effective experi-
ences of their interns is a source of information about
the variety of forms that mentoring will take.
Summaries of what is most effective can be prepared forgy
use as a guide for refining the mentor-intern relation-
ship part of the program. Discussions between interns
at the intern meetings that are related to what works
best in the program, which seminars are most effective,
which articles or books are best to read can also be
made note of in minutes and organized into resources
and referencé% that can be used later.

.

" 'The Coordinating Council members can be used as a

valuable source for discussing the progress of the
program and what content, resources and experiences
are gontributing to make it successful. Those members
who are willing to participate in subcommittees for
discussion of some content area, i.e., project manage-
ment, can be*formed and used to develop the program.

¢ Nempn . -

" The interns can be required to submit evaluative
summaries of means Ry which they have succeeded in
learning paxticular content and skills. This require-

" ment gives them an opportunity to take credit for what

they have done and what- they have gained as well as
providing a means by which the Project Director can
identify the most effective training methods for the
program. . Coo N

REPORTING THE SUCCESS OF THE PROGRAM . . .,

An internship program must be credible in the eyes of
those with the most influence in the institution.
These individuals are in a position to mention the
value of the prodgram at meetings or informally with

oy

12, .
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others and are in a position to intervene when problems
arise in the use of resource people, release time,
facilities, and equipment.

Ideally, the Coordinating Council membership includes
people of influence in the administration. In this
way, these jindividuals are intimateliy aware of the
progress and are involved in policy-making and devel-
opment of the program. They, in turn, relay their
commitment and belief in the program to other
administrators in their upper echelon meetings.
Formal reports which thoroughly detail the nature of
the program, who is involved, progress in terms of
salary increase, promotion, degrees, puklishing of
articles, presentation at national or rzy,:onal con-
ferences should be included in a six-month and year-

.end report. Preferably, the administration should

be apprised of the progress of the program on an at
least quarterly basis so that they are in a position
to encourage people who have expertise within the
institution to contribute their knowladge. Resource
people need to be recognized for what they offer and
if the recognition is from the administration, it
carries more welght.

SUMMARY AND CONCLUDING COMMENTS

From this section on keeping the program going, you
may see the complexity of the tasks, communication
and roles that the Project Director maintains. Clear
and up-to-date communication is one of the keys as
well as maintaining the personable but professional
relationship with all the members involved.

The focus should always be a serious concern for the
professional development of the interns. This means
that the content and the experiences must have
practical value, that is that they definitely are
coorelated with skills and knowledge which are needed
as competencies by people who are already in leader-
ship or management positions.

The project itself can be rewarding to all involved
and can increase the respect that professionals have
for each other as they work as a team contributing
their expertise, refining the content and experiences
of the program and seeing the results in the form of
successful interns who advance in their field.
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PROGRAM CONTENT

THE NATURE CF THE CONTENT

You must define what knowledge and competencies in-
terns need to have to be leaders to administrators in
your institution. This can be done by examining what
outstanding people in your institution seem to know
and what kinds of competencies they demonstrate. -
This does not necessarily mean that you conduct/a
time-consuming research project to learn this. It may
mean convening those outstanding people to produce an
outline of knowledge and skills which are needed for
them to perform their job. h

In the WSMLP, the content was identified to fall into
four subject areas. These areas were agreed upon by
the Coordinating Council which is made up of profes-
sionals in educational research and development who
have demonstrated their competency by managing
research projects and having credibility in their
professional field.

Each intern in the program is expacted to
further his or her knowledge and competency
in four major managerial areas:

1. Program Management. This includes:
planning, supervision, monitoring, .
and budget management.

5. Technical Writing. This includes
the major requirement of con-
ceptualizing and writing a
proposal, and writing tech-
nical reports and/or articles
for publication.

3. Funding Source Expertise.
This includes knowledge of
funding sources, procedures
for obtaining funds within
FWL, and strategies for .
becoming part of the
network in his or her
particular field.

4. Professional Expertise.
This includes increasing
knowledge of content,
credibility in the field and
development of network support at
FWL and in the professional field.
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The resources and support for interns to use for their
professional development are academic and applied.

The best learning is that which corbines both knowing
the subject matter in the abstract and knowing how to
use it in actual practice. To provide the subject
knowledge in the abstract, there are modules of
sequenced learning which are provided by the program.
These are in the area of project management, technical
writing and funding source expertise.

THE TECHNICAL WRITING AREA

Development of proposal writing skills is required as
part of this category of technical writing. To devel-
op the knowledge and skills necessary for writing a
proposal or for management of a proposal writing team,
an intern must know the following:

1. Parts of a proposal, i.e., abstract,
review of the literature, statement
of goals, objectives and activities,
scope of work, evaluation procedures,
and description of 2 management plan.

2. How to proceed to obtain the informa-
tion in preparation for writing in
each of the above areas.

3. Skill in outlining the above parts of
a proposal. )

4. Ability to actually write each of the
parts of a proposal as noted above.

5. Ability to discriminate between pro-
posals which are well-written and
those which are not.

Interns Legin by reading the proposal for their proj-
ect. Later they read others and critique these with
the help of a person who knows proposal writing.

They learn to define goals and objectives, to outline
a scope of work, and to describe how & review of the
literature is conducted.

Interns use a guide to learn proposal writing which
includes a resource book which was developed at FWL by
Lisa Hunter, et . A module which provides a step~-by-
step sequence of experiences and activities can be used
by the interns to develop their abilities in this area.

Subsequently, interns may attend workshops on proposal
writing and work on a team which produces an actual

proposal for funding. They will be required to write
a mini-proposal to demonstrate their grasp of proposal

writing.
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Al
The best way to learn to writz publishable articles
is to write and to receive critiques from those who
already are successful at writing. But to assist
interns with basic writing skills, the program pro-

. vides the following list of modules which they can use

in any combination appropriate to their needs:

SERIES 1l: PLANNING

1.0 An Overview
1.1 Problem Definition and
Specification of Outcomes

1.2 Consideration of Alternatives
1.3/4.1 Introduction to Development
1.4/5.1 Introduction to Evaluation
1.5/6.1 Introduction to Dissemination

and Marketing

SERIES 2: INFORMATION/DATA COLLECTION
ANP ORGANIZATION

2.1 Jrientation. to Collecting and

Organizing Information and Data

Data Management

The Retrieval of Infcrmation

Using Biblicgraphic Sources

2.4 The Retrieval of Information
Using Special Sources

SERIES 3: COMMUNICATION SKILLS

3.1 Oral Communication

3.2 Written Instructional Materials

3.3 Technicazl Writing: Informal
Documents

3.4 Technical Writing: Formal
Documents

SERIES 4: DEVELOPMENT

4.1/1.3 Introduction to Development

4.2 Designing Educational Products
4.3 Product Engineering

4.4 Review, Tryout, and Revision
4.5 Special Proklems in Development

SERIES 5: EVALUATION

5.1/1.4 Introduction to Evaluation

5.2 Measurement and Testing for
Developers and Evaluators

Design of Evaluation Instruments
Planning and Implementirg Evaluation
Evaluation Problems

v
.
! bW
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SERIES 6: DISSEMINATION AND MARKETING

6.1/1.5 Introduction to Dissemination
and Marketing
6.2 Marketing Educational Products

PROJECT MANAGEMENT

The area of project management does not lend itself

to as clear a sequential learning plan as the ones
described above. One of the reasons is that most
effective learning occurs when an intern nas to man-

age a task or supervise other employees' work.

Reading or attending workshops about management which
produce abstract knowledge is not enough., Direct
application of that knowledge becomes real understanding.

For example, an intern learned about managing the dev-
elopment of a proposal by working jointly with her
advisor and observing him in the process of planning
for and handling meetings with community people,
organizing information, seeking advice, coordinating
the work of others to obtain information and directing
the final proposal writing. Although observation gave
her a vicarious experience of management, what she had
observed did not become intemalized until she was
faced with actually managing a group of six profes-
sionals in writing a prospectus for a large project.
It was at this later time that she learned about
delegation of tasks according to the competence of

the individual, conducting meetings which were
cfficient and didn't become bogged down in irrele-
vant carping or ramkling, setiing task completion
deadlines and monitoring the progress of tliese six
people.

what this implies is that attending seminars or work-
shops should be postponed until the intern has been
primed by having an experience which produces
questions and 2 need for information.

To assist those developing project management gkills
is a module whose content is provided below. This
module provides the intern with a means by which to
expose her/himself to various aspects of management.
The module is adaptable in that advisor and intern
can select sections they wish to work with at a

given time.
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INTRODUCT ION

Description of the Course
Purpose of the Course
How to Use the Course

ACTIVITIES
ACTIVITY I: Understanding Your Role
As Manager
ACTIVITY II: Learning About the
Organization

ACTIVITY III: Developing Management Skills
A. Planning
B. Decision Making
C. Organizing
D. Directing
E. Controlling
ACTIVITY IV: Time Management

ACTIVITY V: Interperscnal Communication
ACTIVITY VI: Leadership and Group
Dynamics

ACTIVITY VII: Human Resource Planning
ACTIVITY IIX: Professional Uevelopment

APPENDCIES
APPENDIX A: Management Checklist
APPENDIX B: Project Plan
APPENDIX C: Month-at-a-Glance
APPENDIX D: Monthly Planner - 1980
APPENDIX E: Things to Do
APPENDIX F: Daily Planner
APPENDIX G: Planning Activities - 1980
APPENDIX H: Quarterly Activity Review
APPENDIX I: Developing Problem Solving

. skills

APPENDIX J: Managing My rime
APPENDIX K: Goal Analysis
APPENDIX L: Daily Time Log
APPENDIX M: Time Management Action Plan

But it must be emphasized that these modules are used
in the course of on-the-job experiences. Budget man-
agement, especially, is a topic that needs to be
learned about through applicatior. A module which is
provided for learning budget management in educational
R&D requires that interns first review their project’'s
budget, identifying specifically how their own activi-
ties are provided for and monitored. They learn the
basic terminology, e.g., line items, overhead costs,
overruns, underruns, etc. They become familiar with
the method of documentation of expenditures and expen-
diture monitoring through a computerized system. They
know how to read print-outs and how to identify
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remaining funds to determine whether or not funds
are sufficient to cover activities in the scope of
work.

The most important aspect of budget management that
interns learn is related to reallocation of funds
for completion of project tasks. This requires that
the intern place her/himself in a manager's positicn
by setting priorities, weighing advantzges and con=
sequences of increasing money on one task and
decreasing it on another.

PROFESSIONAL EXPERTISE AREA

There is no module which tells an intern how to
develop their expertise in a special field. This
is developed through counseling with the mentor
and with other professionals in the field in which
the intern is intereg}ed. :

Requirements for demonstrating expertise in a given
field include having credibility in the eyes of

other professionals. This is shown by having
published articles in the field, presenting at
professional conferences, being sought after to
consult or to present by others in the field, and

by academic accomplishment through university dedrees.

In the field of educational R&D, credibility is
demonstrated by being able to cbtain funds for con-
ducting research in education.

To give you a notion of the practical on~the-job
experience which this project encourages, the following
are examples of the experiences which helped interns
to develop leadership skills. Four categories of
experience are described: planning and supervision;
project management; technical writing; knowledge of
funding sources and strategies for obtaininy funds;
arnd enhancement of an expertise area. The left column
describes the interns' activities, the right column
identifies the kind of support that was provided by
the program.
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INTERNS' ACHIEVEMENTS

PLANNING AND SUPERVISION

Amalia and Sandra: Each managed a team of four
research professionals in writing of a prospec-
tus for a training program and materials for
STRIDE. (Skills developed were task analysis,
assessment of individual capabilities, delega-
tion, direction, communication, follow-up
contacts, support and provision for feedback.)

Chesca: Completed a within-FWL proposal for a
feasibility study serving several handicapped
students in Contra Costa County. (Skills
developed were: selection of teachers as
interviewers, task analysis, delegation of
authority, interview format development,
monitoring and modifying procedures, organi-
zing contacts with the business community

and school, and preparaticn of the final report.)
She continued management of proposal development
workshops for WEER througanout tne U. S.

Barbara: In addition to directing and managing
the CETAC nroject, snhe developed and held evalu-
ation workshops for state planners and developed
and disseminated evaluation materials to
Continuing Education organizations throughout

the countrv. She cdetermined the form for -
negotiating a project extension and made arrange-
ments with the funding source and FWL administra-
tion for concluding the project. She also
supervised a major subcontract with NUEA for
providing training to Continuing Education Deans
in a national network.

Davida: Together with Dr. Stan Schainker, she
planned and conducted a training workshop for
secondary school administrators in the Utah
project. She supervised an editor in completion
of a director for regional services.

Elsie: Continued her responsibility for provid-
ing training for four school districts to the
Follow Through Project.

Joaquin: Coordinated the work of three proposal
writers in his department.

13;
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ASSISTANCE FROM W&MLP

Consultation given team management,
i.e., apprnpriate tagk assignment,
setting deadlines, and problem
resolution. Sandra also attended
a seminar in management.

Advisor and Project Director
adviced her of mnathods for manage-
ment and supervision of this
project.

A seminar was prcvided on evaluc-
tion. Ccnsultation with an FWL

professional and advisor provided
guidance for obtaining extension.

Director assisted in initial
planning and provided guidance
and support.

advisor and Drector assisted in
providing focus on management.
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;NTFRNS‘ ACHIEVEMENTS

PUDGET MANAGEMENT

Pmalia and Sandra: Determinaed the cost of devel-
oping the training packages which were prodiiced
by their team.

Chesca: Allocated the funds for completion of

her feasibility study. This required coordination
with FWL's finance department: interpreting
printouts, sbhumitting projects and final accounting.

Parbara: Determined the use of unexpended funds in

her Wational Project by extending hey program beyond

the closing date. This entailed budget review,
justification of expenditures and allocating funds
for the extended activities.

Elsia: Treasurer f£or the board for the Natio=al
Agsocciation of Education of Young Children (NAEYC):
heads a team to determine the use of $1 million by
this association for the coming Year.

Joaquin: Managed the project money for his within-

FWL propousal, developed pbudget statements for several

proposals submitted for funding to the U.S. Office
of Eduation.

TECHNICAL WRITING - PROPOSALS

Amalia and Sandra: Wrote sections of the STRIDE
proposal.

Sandra: Wrote part of a proposal with her advisor,
Ralph Baker, which was submitted to the U. S.
Department of Labor.

Chesca: Trained professional educators throughout
the U. S. in writing proposals for women's eguity.

Joaquin: Completed two porposals submitted t> USDE.

Davida: Wrote propcsals for presentations at the
IRA and ASCD conferences in the Spring of 1981
which were accepted.
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ASS£§TANCE FROM W&MLP

advisor created opportunity,
modeled and invclved intern
in development of the proposal.

Director provided feedback for
revision of within-FWL proposal.

Director provided encouragement
and strategies for seeking
presentations at national
conferences.
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INTERNS' ACHIEVEMENTS

OTHER TECHNICAL WERITING

Amalia and Sandra: Wrote a prospeccus for a
training program, prepared progress reports

with STRIDE, and made necessarv revisions on
sections writzen by other staff.

Barbara: Continued tc ecit and write the CETAC
newsletter, materials for wcrkshop training
sessions throughout the U.S., and continued
quarterly reports to Department of Education.

Chesca: e Wrote the final report of her within-
FWL feasibility study of education for the
severly handicapped.

Davida: Wrote an article on evaluating reading
programs which was published in the Fall Michigan
Reading Journal.

FUNDNING SOURCES AND STRATEGIES

Interns attendec and rparticipated in a seminar
on funding scurces provided by Chesca, an intern
and Betty Ward, Deputy Director of FWL.

Chesca: Conducted half of the seminar on funding
sources: traveled to Washingcwon, D. C. and Madison,
Wisconsin, to contact experts regarding funding for
the handicappesd and exploured funding possibilities
in Sacramentc with an FWL Project Director.

Barbara: Took a side trip to Washingtcn to explore
funding of program for pre-retirement population
and ‘deas for other laboratory departments; met
with representatives of NI, DOL, 2AOA: contacted
Kellogg Foundation.

EXPERTISE AREA

Barbara: Attained PI status; has been recognized
as an authority in Continuing Education by FIPSE,
AOA, NIMH in addition to Adult and Continuing
Education conferences natiomally. Has been re-
quested to go to American Samoa to set up a contin-
uing education department at the college and to
consult with the Florida State Gerontological
Society on program evaluation, and the Educaticn
Commission of the States on Adult Education Needs
Sensing (part of a Kellogg grant).
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Directer provided feedback
and clarification about
defining cbjectives and goals
of the prospectus.

Directer provided suppoxt for
extending project to produce
writing of professional qualicy.

Program provided editor and
consnltation for final article.

Seminar was provided by
program.

Advisor recommended exploring
funding sources and the program
paid for trips for contacting
key pecple in funding.

Advisor pushed and guided while
Director provided support and
feedback for revision of memo-
randum to administration tc
eobtain status of Principal
Investigator.



O

ERIC

Aruitoxt provided by Eic:

INTERNS' ACHIEVEMENTS

EXPERTISE AREA (continued)

Chesca: Broke into the "old boy" network for
funding and programs to serve the handicapped;

now has support of prominent innovators and the
school administraticn of Contra Costa County.
Within FWL, she has been recognized as a proposal
writer, an in-FWL manager, and for her workshops
on writing women's equity proposals. In addition,
she was invited by the U.S. State Department and
addressed a regional conference preceding the
International Women's Conference in Copenhagei.

Elsie: Coordinated and conducted an invitational
seminar for the National Conferenne of the Associ-
ation for Childhocd Education International (ACEI)
at San Francisco, April 1980; gave an invitational

_address for the Military Day Care Alliance Spring

WOfishop~at\§an Francisco, June 1980.

Amalia: Was invited to 2 Chicana conference as a
professional vle model; was invited to a pre-=
~onference planning committee considering the
education of Hispanics in the U.S.; 1s now
recognized in FWL as a pctentiay administrator of
programs related to the Hispanic population.

Joaquin: Obtained PI status; recognized as an
accomp-lished professional in the bilingual educa-
tion of Hispanics (e.g., helped write the proposal
for the bilingual evaluation project; was included
as senior staff in the project.

Davida: Published an article in the Micbigan
Reading Journal on the evaluation of reading
programs; completed courses toward her M.A. in
educational administration; taught a course in
secondary reading at U.C. Extension (Berkeley):
applied to and presented a workshop at the
National ASCD Conference; developed recognition
in Utah as a professional in training of secondary
school administrators.

ASSISTANCE FROM W&MLP

advisor and Director provided
encouragement and progdgram
paid for travel o meet key
people in the field.

Director provided opportuni-
ties for her taking credit

for her achievements and
integration of her accomplish-
ments into her professional
concept.

Director provided guidance
for obtaining status and helped
in writing the memorandum to
the administration.

Director provided encourage-
ment and program provided an
editor for her article and
funding for university course-=
work.
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INTERNS' ACHIEVEMENTS

OTHER TECHNICAL WRITING

amalia and Sandra: Wrote a prospectus for a
training program, prepared progress reports
within STRIDE, and made necessary revisions
on sections written by other staff.

Barbara: ‘Continued to edit and write the CETAC
newsletter, materials for workshop training
sessions throughout the U.S., and continued
quarterly reports to Department of Education.

Chesca: Wrote the final report of her within
FWL feasibility study of education for the
severally handicapped.

Dav.da: Wrote/an article on evaluatlng reading
programs which;was published in the Fall
Michigan Readlbg Journal, (1980) .

|
FUNDING SOURCES AND STRATEGIES

Interns attenﬁed and participated in a seminar
on funding sources provided by Chesca, an intern,
and Betty Wafd, Deputy Director of FWL.

Chesca: Conducted half of the seminar on funding
sources; traveled to Washington, D.C. and
Madison, Wisconsin, to contact experts regarding
funding for the handicapped and explored funding
possibilities in Sacramento with an FWL Project
Director.

Barbara: Took a side trip to Washington to explore
funding of program for pre-—retirement population
and ideas for other laboratory departments; met
with representative of NIMH, DOL, AOA: contacted
Kellogg Foundation.

1lie

Director provided feedback and
clarification about defining
objectives ana goals of the
prospectus.

Director provided support for
extending project <o produce
writing of professional quallty.ﬁg

Program provided editor and
consultation for final article.

Seminar was provided by
program.

Advisor recommended exploring
funding sources and the preogram
paid for trips for contacting
key people in funding.
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CONCLUDING COMMENTS

The individualized program that each intern devisesy
with the help of her/his adgvisor (mentor), is majorly
on-the-job experience, but is enhaaced by the pro-
vision of other sources of information. These other
sources are in the form of modules with sequenced
activities, professional seminars or workshops,
university courses, books and articles, and most
importantly, courseling and discussion with other”
professionals in their field. ’
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ACCREDITATION FOR THE PROGRAM

P
NS

IT'S HSLPFUL
Providing university graduate credit for professional
work done on the job gives incéntive to the interns as
well as the units needed towards an administrative
credential. This would be important to school districts
which ren:ire administrative credentialing for leader-
ship type positions. The need for credentials could
also apply to private industry which may place impor-
tance on an MBA graduate degree.

N

WHAT CAN BE ACCREDITED

yaiversities require that content and the skills that
are developed be objectively measureable. On~-the-job
experience can easily be assessed for the skills and
the knowiedge required to perform. For example, a
perscn who supervises four people and meets task
feaglines and favorable performance evaluations

vy his/her supervisor is doing at least a
satisfactory job of supervision and management.

Tn orc.r to make this experience credible to

a university, the kn. ledge and . ills

vegquired would be to examine a graduate

cnurse outline in management. It might

Lave a sectioh on management by

objectives and the use of a pert

chert Sor mcnitering completion

ct tasks. In order tc make the

caza that an intern's experience

would warrant receiving university credit,

you would provide evidence that the job

the person perferms includes management

by objectives and task management by

some method, not necessarily by a

oert chart svstem.

in order to eisure that the intern

training procrcam leads to a graduate

credertial, it would be best to examine

the requirements for that credential.

Then to match or correlate the training

program subject matter and experiences to the
university requirements. 1In this way, you could
grecent a credible case for accreditation to the
rvan of School Administration in a university.
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In the FWL program, interns obtained credit for their

on-the~job experiences such as tec

hnical writing, i.e..,

proposals, articles published by FWL or other pro-
In one case, an intern designed

fessional publishers.

her own on-the-job experier
budget management course.

sibility of monitoring t
which she worked. Thus
and skills which the course covere

~e to obtain credit in 2
she undevtook the respon-
he budget for the project in

demonstrating the knowledge

and other forms of exercises.

MATERIAL MEEDED

vou would need more than a good

d through reading

presentation to get

the credit. You must provide an outline of a subject

area wiaich would convince a
head that the content and th
ify the person for credit.

INTRODUCT ION

university department
e experiences wouid qual-
An example of this follows:

Description of the Course

ACTIVITIES
ACTIVITY

ACTIVITY

ACTIVITY

ACTIVITY
ACTIVITY

ACTIVITY

ACTIVITY
ACTIVITY

Purpose of the Course
How to Use the Course

Understanding Your

Role as Manager

Learning About the

Organization

Developina Management
skills

A. Planning

R. Decision Making
C. Organizing

D. Directing

E. Controlling

VII:

Iv: Time Management
Interpersgonal

Communication

Leadership and

Group Dynamics

Human Resource Planning
IIX:" Professional Development

The other supportive qgterials you would need are ex-
amples of the kinds of experiences and the kinds of

jobs that the interns held.

special emphasis should

be given to the method of evaluating performance.
For example, an intern's article submitted for pub-
lishing in a professional journal would certainly

s

qualify as a term paper for a course. An intern's
management of a team of peers in the production of a
manual for teachers could qualify for credit iR
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supervision and/or in the design of teaching materia-s
for educators.

All forms of examples cannot be given here because the
nature of your training program and the kind of creden-
tial for which you are obtaining credit would determine
the content and the experiences needed.

WHOM TO SEE

Look for the person who wculd have an interest in
supporting a competency-based program for credit.

This could be a professor who is expanding his/her
tform of experiences for students to include actual
practice in the field. This person could be approach-
ed and sold on what you have to offer in order then

to proceed to getting approval from higher up.

The higher up you go to find a person who would be
supportive, the easier it will be to get accreditation.
You might need to do a bit of research by asking about
the interests and attitudes of the faculty in the
department in which you are interested before approach-
ing any of them. You will eventually have to present
your case to the university department head, the dean
of education or an assistant dean whose specialty area
is school administration or business administration, as
the case may be.

OTHER DETAILS

The experience at FWL has been the universities give
credit only if the person is enrolled in their graduate
program. This might be a means by which to increase
the chances of an intern’s being accepted into a
graduate program. The fact that this person is
identified as a potential leader and in a training
program would enhance this person's application to
graduate school.

Another advantage is that as you obtain credit you are
more likely to attract more capable interns at the
time of recruitment and selection.

Having to correlate the internship training experiences
with graduate requirements would help to refine the
requirements of your own program. It would force you
to eliminate unnecessary skills and knowledge and to
concentrate on those which produce competency both

on the job and credit towards a needed credential.

120 13:)

RIC

Aruitoxt provided by Eic:



